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IntrodLKstion 

All too frequently rensar’ea are md» by peroora who wer- 
no iborc of our r4r-rH forcae during, the war thot they liited the 

ar.!>ed oorvioeo pretty well, but-- and then tho Irrit' tin^ ©opectc v;lll 
be; in to b« lioted. in fnet* it i» riot unco.vaon for inoividuale new 
in the ctenrico to nn.*te ouch r®rsarka. "'hona rerK*rJcn er* rcost frequeutl 
•oede t>' U'-e ?ion-co nernomel, o>id It ^ould oeen Uiat they 

lnijLCi-t«; n probleji that neeU^ carr£“ul onj nroept otte ition* further 
indic»tiunn of the preeonoo o* thie rrooio.t. in vhf* ‘^'.-vy htvo boea the 
foot thotj (1) At raoot atatlons end “'.dpo ordor*. end dlrectionc are 
no M3 ti TOP violated in an alrreet iut< ■j^icnnl raa.vicr by both petty 
of icero non-rated prr'cn’.el; (2*) ’or^le i ti *oj* Iokj 

(5) "*oo larj © ft nunbf.r Oi the pernon ».ol are on report ior offonoee 
o-->ltte>'. ; (^‘ ) v rdero find di recti or.» do not seem to “get t.M’oa h to 
ill and (* ) ire uen' 1 tha »vr »f>nn®l e©«3 coiuu^e' about the 

ruite #'»»•’' refulatl'^ *.e •o»* -Nat io oxpect*’'^ of the * i eiiOerorth, tMo 
dice (Ml '’low will c<'jnald«r TrotJ.#xf O' ly le tt.^jf r>art* in io 'evy. 

In ai 'lticn to thoee evid©-»c©'» wMch er** fre. u*ntly thou. f t 
o:* no "loc-1^ con'Utionw, poor trt.ioirv , or •ir^ot any nwLn’»er of 



ejtcufloo to paos thea off, ve fim? *»ry roferencoa to thl* {.robla* in 
tb^ articlop prlnt'^<^ in tho current puhlicotlo is. »«a 

bp-«n roforre to In mny wcy , euoh aat 



2 



It is further recomended t‘‘«t Ko.r-ti’'*« tr i.uin*^ be 
a con :Jenfia lion of t}K training in p»acoti»«» tvitb o;u3in^e 
in o-;ch3ol« frosj t’laorslLcol to prnctlc .l tr 1 :in, in 
(1) hurann relntio:*, (P) the actu?il hflndll.n: o. rsca i>'- 
divld.jially at%3 colloctivsl; , foro't.lly and in ori^lly, in 
and out of railiV-i'y for^tionn.^' 

thor roforeniof eppearod in an article written by ^ptw.io 
Iwn cJrac«cn, <>* • 'ovy, (ytitiod, ’’rVje ro *i/ al wni ch aleo 



points l-o » probl©*n. Jstpl in .cJrac/,on wrltao: 

• hile I boliev" an honest, oo,ioci»fi,tiouo of i leer 

or j)©tty officer c-.n bo conoidorobly aided by no-n© ■cnovicd-c 
of Icndar^fiip pcycholopy, I also i.eXicva that in our current 
©nthuoiasi: we arc apt to overdo tho acchtnico end •eiO It 
far too cogiplicatad. Actvuilly about all thst is nccecaary 
la to reoil so th<»l whot you coy to n, isian and how ^ou tr»at 
him will produce In him o^nectly the oo'fto reaction^ t)iey 
would produce In you. A aenoitivit/ thnt onabion you to so* 
objectively juct ho» ou would ro'Ct will toko the ploce of 
all th© books on pry chol«:f'y ever wrllten«~and it can’t bo 
learned out of c book, douple tliia senoitl-ity »*ith a sincere 
ro?)poot and conolderctlo'' for ot!.sr hiraan boinpc, a novor- 
fallinf tact an I covirteoy ar.d di, nity and juatlco, and you 
Kill not hove n:jony troubloe >ith pereonnel «•« cvert.‘nlo«o, 
this i* no ro«^»on or not tryin., to do our b;t to impr<.n’e 
the le^derehip nbiliM'^n of for® who are placcl in positions 
that re’"uir© the** to 



hll of thee® in'lctticno So-r to point to the hu-^n relatie»io 
Usat are ; ound In the 'cvul service a© h.i.-in*\ o CuUjiJery ' le anount of 
influonco on th" p. oblc'i. Tl;crc;ore, it will b« ot vuluo to invectiyat* 
cnrsltilly what io by hu^-n relntione and where it i© dcvelo^ied. 

’he pre «• t stuiy will hn United to th- intsr~rei«^ llonchip of lndivl^'- 



1 

I'illtas’y eviow , .'ort i.sa%'er*worth, ^'o’^oas, '^y, 19^7* '’Anaiytictl 
tuiy on headership I istru'- tion, by a '.tud»'^t Jowniitee. 

*^ dg.val Institute Trocesdln* a , 'my, » PP* -75~'77« 



ual 0 irs tho tjniied 'Jtatoo an»i of tho ratoo of potty officers 



firot, »ncowi, ant’ Uiird claos^ and tiio non-rate*! personnel. 

united “Jtatao iavpl ©bipo end ®ro orfani**atione 

vhlc>t in tarn 52»ko up the one lar^;c or^f^onisotlon known an th« u'niteJ 
"taien Javy. *:ach ship end station haa itn cvi ’Vr/.nniaatlon 
which pictures tiie raake-U'.> o, ths particular anit. If wo have an 

we had beat know prcciaoiy vrhat on org' 'd^atlon is ar-^. 
what should be expected frosn It. Cr;;.atil Ration hao been defl:ied as: 

■nia proofeso of eo comblninii;; the work which individ- 
uelo or ^.roupo have to perfom with the facultlca neceosary 
for ito oxooution that Vie dutica, eo . or provide the 
best channels for tlm ofTioiont, ayotoiatic, puoifcivo, anti 
ccordinatod application of the nvtu labl® ofx'urt.^ 

Tlu.t Ib prociBoly the ?n\y every nv*vl eetfiuli is 
arrsju^od. if wo have oryanir.ation— n.« we do— then It ie necefvjcry to 
have none ent. This ton® has beers defined by S'^eldon ao: 

The function ••• cofjcornod in the execution of 
policy, within the limite sot up by adiaijiictr- tion, end 
ths oaploynsnt of the or^onlcntion foi* th^ particular 
objects act bofor® it .2 



/•pplcy has p.ivon s3an«|fe5?ont a oo:a«n4hnt siraplor definition: 

»•» 

" ia'iaynsont is ysttin otJ'ser folks to do thin^.a.”^ fne rolationrhip 
between the tv/o has boon cle.^rly «’*ovn by GhoXion when he wrote: 

't. r^;anieatlon is the fornt'.tion of an of foe live rsechinej r’lana^o'iont, 
of on effective executive.**^* 



r>:es» t-’rna are pri \m'iXy used in industry; however, wo bov** 
ceon that they npply to the eatablleljfncnt of the ,.avy. Tiieroiore, it 



tl ill ooophy of itmare .ent, tllvor nhei-’on, p. ^ 2 , 

^ibld. 

^Le cture , Lawrence A. Appley, to ciaoo In ’’Advanced • rranization and 
n-''-a T A>nt, '* 'orthweoter t inivoroity, •'>5CO. .b*r, 19^t7» 

. hlloroivh y of ent , (.liver lieldon, p« ^ 2 , 



A 



in logical to beilevo t>«t problc^o peculiar to * ii 

industry Suay b« olr?ilar to proM»fte of hujaon rolutioan in th» .ovy. 

4 © have 80«Hrj that raonaj;o"ent is getting oUicr folk:# to do 
aroforo, va cm esty Uint tho officoru and jMstty offlcard arr> th* 
c; 4 !in«»;®re of the kav^r. It will b© notad that t,h« dofi^iltion doeo not 
r«atrict il^o function to imy on© level, »o w« '^uct eeou-jie it 1 « 

a continuous chain Inclvtdinj^ the offlcore and the petty ofilcere— » 
in any person charged viUi oVxra to do Uun.:,'? i‘ e 

part of n?Anage.',ant* 

The problem: oeetio to h«v« b©<m tracad to one oi hw»n rela- 
tions j therefor®, we hsd beet dofin© that tarei. ’^'u'aan rcl*tiona h«s 

been defined as, ’Tne art os fcttin: other© to want to act in fsosie 

1 

deoiml mmier*” yoto the airailariiy o thie det'i.iition to ti. <t for 
-JXuOi^^c^isnt^ If the nrohlea ip ono o\ hirisan rel-^tions, i. would nw 
CO© .* cloooly connected wiyi caana^^e* ent, and .ctmagejent involvoo the 
ofi$.oero f nd petty officers In porticular* fany problc.;;i‘ chouid be 
colvod by properly training. (the officore end petty officert / 

in hov to got other© to want to act in aono deal red mnr.er. In tl>l& 
invaatigation it will be desirable to deiorasine whether or not the ftinc- 
tlcn of tmTsape-'ent hao been porforised wiUi «oo4 procticec pc.rt«'ini™» to 
inter-rcls 1x0*10)11 po of ell nereonnel, 

Itiraan relatione enters all pheeoo o life. It i« Ioui«J in 
oporto, fja on, work, Jione life, in fact wherever people are found i>n 
relatlo ir will be foun^* h'wever, it .suet bo re-sa'borad t?iut -ull i^d- 
vantsge con be taken o thin art, or a*^y do,.reo oi It can bo us»-»’ 
to the point of negative value. Condition© cffecti?i* hiraan rel«tio*^*o 

^ Trci ninr^ l?umen r<elationo , '?>.o .-.ctropcllt- n L-iCc i.n- 

euranco Cc?^py>ny, ’;ev York, p« 5 * 






are roferrcKl to etate ento nr® ryxido that e workor io Just ’’no 

com-y5^i>.i dooe not i«nuo order® in an underotarulable laannarj orders and 
dirociions are not mode k?tovn to p®t^ officers; potty officers are mt 
handlir*^ «en correctly; petty ofiic-'ra are not prorerly tr Incd, et 
cetera. 

The follow in,, conditiono arc basic to a consideration of 
hi^xn r®i«ttionn» 

1. Attitudes of the IndividcfeRl. 

2. ;;ent,lir»®nts of the iniividual. 

3* Opinions of the imlividtjial. 

4. Foi*»al organiBatioti of Uis institution. 

3. In. orTsal ornaniaaticn in ths iaatliutlon. 

Thooo basic conditions frequently vary for the individwfii 
and tho institution, donciderlne only ih first tl>rco basic fectore 
Just r-ientlonod, Ui© ct.uaca of in difiorenceo have been 

nci (1) Iho biolo^^iool basic—tho antitotsiccl struct. .ire** for dynauic 
functioning of aenso orgonr, nerves; ('^) !?Jac ai-xvant of previous trsin~ 
inf that has been accompli nhed; and (p) fho intsrr;cdintc stop called 
the peculiar work methods or patterns of behavior adopted to solvo 
problovs or .In the finisdied perfor.’r.ancc. 

‘lurcan behavior anay be clasoifled aoj (1) ..enocry, such ac 
perception, i^oafinstion, and iBOcory; (2) Aflectlv procoseec, ouch as 
feolirtf- •, «T:otiono, attitudes, tor\sera.conts, o.nd apprcclotica; (p) 

:otor proccococ, cuch aa ruecular end .glandular activity; and (A ) >.,y.?lclic 
behavl<>>r-'~int,ll©ctaal or thought procecse*', w)U.ch ere largely verbal, 
ami 'u .oti iCC <jo is.l dered a cc/abinntion oV the feraer tt.reo typos. 

All beJievior hao all four o V.cse clesn.'. , and c. u t© af- 
fsct*>d by chanp;in.^ any one o, the iOur ciaoee*, or t-.eir onpiiasio. 
v'verlapptng of stopo in a sorior o.i oolivltico or p«ari& o an opcr*ition 



definitely »n*octo development o- tlir final cot. For Inatence, loernl *r 



i/j lo now thinf;t9 usee sotiono and Idene proviouely learned* 

Individual differences in people era and usur-Ily foirly 

otablo in ordinary enviroranenta* They reay b« due to heredity but £>n- 
vironmont definitely affects thefa# For instouice, people frcai ware* 



easily; other© cannot. 

Hwj peroonnel cltuRtlo.n s«y bo i«prov©<; for any activity by: 
(1) wioo initial eelpction of individuel ; (?) iven if tbia has 

not been done, it may be worth while to train the ineJividusi j (5) ' otl- 
vate the Individual, prnvlde an incentive for hiaa; and (4) laprove the 
tool© and facilities with which ho works* 

?^ch person io ti distinctive individual in hlrBOolf— that is, 
he hen a social eti?cul«c volu© vhich ccue ■ hia to bt, cocio.lly liked or 
dinllk'^'d or to be vocetionally effectivo in vorious do^roce.^ 



fstTOnj.th of charoctor; othore are weaJi in this area* 3oste are able 
leaders, vdille others have no ability slonp: this line; sorae have j^ood 
judf.raent, while others «ecn to have none at all; none have ssuch energy, 
while otherc are cosjpletely leckihg in energy* 



dlfferoncoa in people. It la believed that t’lese basic facto add furblier 
proof to the etatewant that problerse in huraan ralationo found in induotry 
my aioo bo ft)usid in the Kavy. 

The last two factore, th- for-nel and informl ori;;ani»GtJ.on, 
will b» diecuseed later in this gtiwly* 

^ Lectures, dlaas in Individual Plffoj*encoo, fr* t:eac>Wiirc, 

‘iorthwoctorn University, ‘ inter Tom, 1948. 




individuala differ in all “Uielr quslltioe. Coae have great 




fine© both Inductry and '‘levy must consider these individual 



Importent «ti.Klieo have boon aede which hove provided infer- 
r!.:*tion on the detorrainntion end une of hutnan relatione *jid its cff-'ct 
on the individiKtl , a.e well an on the organiaation* l^o moot outstand- 
ing Cl tbcce is the rseesrch progruia conducted by Uic Wee tern Electric 
Company, Mawthorne -ork*, Jhicago, and reported by l*J* ftoetVjliabergor 
an'‘ ?. .J. uickoon in their book entitled, ‘’henageJicnt and the Worker,” 
which will bo referred to frequenUy in this otudy. 

* rcf® 83 or Ronald I.lppitt of the Itesearch vonier for '"»roup 
ynar^icr., '‘aosachusotts Instituto of Technologi', i>«B raado a recc(;rch 
concerning the dlfferencea of cociai perception o. narent,', teachers 
and students in a school syatesss. The rosulta of this reoeerch have 
not boon published ns of thin date; however, preliminary roBulta have 
been cnnounccKj ani pronsiao to pivc inoi’ht to the field of hu^ian relo- 
tionc. 

There are various points of view Uiat hove been proaented 
concerning tMo problems* It i» not unconv?K?n to hear t)i-%t an individ- 
ual i* ;juat not potty officer raatcrlal— )sa has no qualiflcnti' nc, and. 
therefore t>iore Is no problem end hvrtian relations does not eater. In 
00:30 ca'^' r, Uvit nay bt true, tut in how 'suny caocr have oar^inal mon 
who have had to b© used qs potty officoro (end as officero) boon 
wanted strictly because the boot that wan In then wee not used due to 
this point of view. 

Another point of view ia thot some officoro ere not eX'ficieat 
»n:) do not V.no»J how to ; et work out o. their .aon. h0 30ti°en tide ia 
ol*o truo, but aRe.in hoi’# often it haa been « fact that the officer anJ 
the petty officers v.ould have worked v?«ll togeth r had they understood 



each other 



0 



often on© will hear Uie opitiion that a potty officer is just 
lacking in technical training end juot does not imow hio ^o)y, and that 
is Wie roaeon ho lo not an ofiioiont potty officer. Hurasm relatione is 
no oubctltute ror toohnical knowledge, but it is a factor to bo used in 
determining whether or not a tran has the technical training. Tne us© of 
good hiesan relotlcns procedure© may help prevent the occurrence of euch 
a circu^aetanco as h»a Just boon described. 

If thie investigation should deraonctreto that there is a leek 
of undorotandin^^ of attitudes, opinions and oentimenta between the 
lovela of eunorvloion and the non-rstod personnel, and that there i» « 
lock of cori»on ground for thought In theeo areao, then it con b© soeieaed 
that good hu’san rclationn is not boirig practiced. Ma can then aesume 
that this ie bocauee euch relationships either are not t;tndor8tood or 
are not being taught to and by the level e of ouparvloion, or that theca 
two reaoons ar® working In combination, tack of application of r^iethod** 
for ©uccesoful himan relations can be a large ceuss of trouble 
and inefficiency in hurnan endeavor. 

t)iie nothod o. im’’©ctigsting the problea can bo explained ao 
followBS Lack of agroecaont between the groups will indicate a lack of 
ooaaon ground on t5ioso bade oleaents. Inquiry con be B%ado into 
various group© ooneider ne the policy, or ruleo and ..uidos, of the 
acrvloe. on cuch a fundunontol quortlon will clearly indi- 

cot© a deficiency at the very foun aticn of haeon relations, interviewe 
will froquently indicate probio.'BO Uiot are disturbing to a group and can 
bo traced to their enunso by th© person me’iinf tho survey. Tiiio omy 
also indicate cossmon gi’ound, or lack of common ground, between group©. 



Since huj^fisn rolationo ie$ baced on fttlltu< 1 e«, oplnicna »nd 
cn.jtimontQ of people, and attitudes, opinions and oentlraento oan gener- 
al ly be determined by nroporly prepared scales and queationmires, it 
is poeclbl© to obtain a corsparlaon of the attitudes, opinione and eenti- 
.•■ente of ar\y nu'nber of groups of people* T^i« above ssetliodo will be 
used in tbio invoetigetion. 

Interrlewo using *^open-onding* questiono raiglit Indicate booic 
attitudoo, but this method would rocuire ?2oro tii&.© and .iscre higiUy 
trained intorvlewer* than are available for thie atudy* 

Cue method considered wao t»he co:aparisioii of two groupaj ona 
to reccivo ititcnaivo training in hu'Ean ralations, then sent to practice 
itj the other group just to euporviae a® b-ot they can, then after a 
given lira® compare the cporalt, infraotioriS of rules end ability of the 
two groups, to 0OO if good hunsfi relation,® is practiced by both ^roupo. 
■T’lds ^aethod. would requira too ouch tlnia end would roqulro per- onnel to 
bo dotallcd Cor tli© ciep&ri^ient. The reoultc would probably bo no oore 
r.nolaaivo then those obtained through tiie u»« of quostionneiroc* 



ly.\lr.o nn Invootlcation 
in 

Aroa of Puraan Helntiono? 

It hafs boon ohcvn th-*! ihara ia avidonco u,f tho cxiatcnce of 
a porcoiinai problwa within the *’avy, ceid oo»e al tho indicntlons nave 
pointed to i:h.o iacrc of providijif- condltiono for eiTectiV© hiTLon rela- 
tiono aa a source of the trouble* for tho purpose of t^.io etv.dy tho 
probloi'-o irwolvinf Improper traini?i;^ or lack of technici l trol »in,. of 
personnel will not be coneldered, but attention will bs center^‘5 on ti'o 
lnt=*r~rolationship of indlvidualc* It ic not Intended to isiply that 
there arc no problcnc In the technical field, but they ©liouid b* ou* - 
eldorcd in e special otudy restricted to that particular olaao of 
proMe 

It io thr purpo'*© of thio study to try to d«tor*'ine wh»ot -er 
or '’'at the inforTsstlon posne'-offl by petty cf icero about hu-an ruiatio. 
io auTfioient to per'.Ut th^c; to handle their -.oa in the -cst oficctive 
ssanner, and if not, to »oo i lo a c^une contributing^ to V-. per- 

oonn.l problem; anti tlicnce to a solution to tbcj prahU.. s 

previouoly stated, such ia.or^ation can bo obtained c.-^peri .e.-t l.y h/ 
Vm’ uso of pi-o}>crly prepared qiteetionaairef, wiich are j. tiled out *»y 
of the two frrt>upf>— -the petty officer f;roup an-l tf'i*; \on-rnt»d 
f.rcmp# *l:o opinions and attitude diccovarod by .'*oens of the qi--eatior.- 
naire enn be cor.p&red and an In.’loaticn obtained oo to the a^ro^aont or 
dirar;roenont of tho two proupe* 

k^ofore proceeding wltli ouch an lnvo»> 1 sllo^ , It will wo wwll 
to aak, “How io it noeaible to obtain f iJicetiono of tho ©xiotr,.c« of 



good or bad luma relations by uoo of a quoetionnairo?" This can be 
explained ao follows. 

P/Oth in Navy and civilian lifo, the behavior of an individual 
ie detornined by the kind of person bo io and the condition or rituation 
he ia in* /%n snalyoLo oi' typoc of people and of conditiorir, affectirv:; 
the individual ie therefore a rseenc of under o tori ling beliavior* individ- 
uals are 'canboro of groupa— religious groups, jsoabero of a division, 
ne'^borc of a coffee aosc, or the gang that goes ashore tcgetlior, ot 
cetera, h'ithin Ovich group, individuals have liken, dislikes, feelings 
and loyalties towai*d each other* They want to oxperionce the eatiafac- 
tion that co»ea fror.) being accepted and recognised an poople who coujvt 
for romething by tijcir friends and those wit’n whoa they aooociate on 
the job. 'Hiolr likes, diellkea, feolinge, loyaltiep, attitude^ and 
opinions are iuflitcnced by aavcral factors j 

Background i T5iis Includeo heredity, oai’ly cnvironnfjnt, 
education, hoisc conditions, financial stateto anJ the person's place ii 
the coLiranlty. ColloctlV' ly, background Inciudow raost of the influonces 
on the itvlividual which originate off tlio job. thJLle so’e ine: oi 
there in luenceo can often be obtained from pnraonnol records, u prac- 
tic.l knowledge concerning a nan would noconcarily def end on pcrs.mil 
rsltttlonrhlpn etweon the potty officer and Use vmn. 

stiyoioal Conditionoj Hie csaploye&'t attitude io l itlucnced 
by any phyoical handicap which he ruay have, ouch as poor eyooi")it, de- 
fective bearin' and chronic illneos. It ahould be Kientloned th; t he le 
even affsetod by nome of those cenditiona wMcls he thi'ika ho Iisn but 
which ere actually non-existent* 
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The quality o workinr, conditAon**# such as venti- 

lation, layouts, sanitary facilities no occupations! yiazardn have 
olU'.er a cheering or ft deprooaing effect upon the sorkero. 

^^entftl Condi tiono t Those might Involve nojvouB cUeordere, 
manic puyehoees, et ceterc. Only tli© milder forms of nervous disorders 
would usually be e factor in Aav&l personnel relations, Tlie ."^ors serious 
Cttoeo would not normlly be sccepted by t!ie service* 

rcycholojylcal Oonditiona t The most outstaridlnfi of theoo con- 
dltioriR to worker rclationo are insecurity, anxiety, worry and fear* 

Those may be (lesorlbed as healt!i worries, financial worries, faiaily 
worries and personality worries*^ Often t^o majority of hu^ian relattora 
proble-iS cot© from this group of conditions, and tlicy require much atten- 
tAon in tho training of petty officers so the potty officerc may bo 
helped in dealing with theaj* 

Ao ^.ontioned earlier, s complete study of workers' attitudes 
and eentlmento was nsade by the teetem Electric Oorapeny at their Haw- 
thorne plant*^ “1110 management of the Western Electric Joapany, Chice^,o, 
Illlnf3tc, believed thati 

*:ore adequate personnel work could fee done if people 
whooo dfi'Jy duties conoistod largely of doaliat witi'. human 
situations were trained to take eccount of the many factors 
which w<%nt into the determination of employee disfiatisfac- 
tion and particularly to understand those complointc which 
wore nor'» oymptoriS of the corplainant 'e rAtuation tlian ac- 
vjuratc oiatri«(»nto of the particular interference or dise- 
fciiity. 75m surervi^Tory training progrpm was thorofore 
directed toward thlo er.d*5 

Tho Kawthome expcrlrent rovealed that there were awny «curc* « 
c" cor.plftinto end reduced work effect! vane so woi'king on their cj?rloyea»* 

^ Tmininr, ‘^uporviror in Hunan ?<clnticng , 'fhe Metropolitan tifa 
^Insur:?nc® Company, pp. and h, 

ent and tho borkor, I . J. FoethlisbcrF.cr and . J. Dic>'con* 

JlblCToST'” — 



theee wero arranged imder groups go follows t 



Cutoidft th« Factory 



Social Conditions. 



'ithin the Factory — 1. 2hy*ioal Jonditione of Uork. 

2. Cocial Condltiono of Uorlc. 

i.lthin the Individual- 1. Organic Ohaj'jges. 

2. OrganiSiS or Individual .Cqulllbrlu'a. 

5» i'reoocup&tione. 

4. reroontil History 

^11 resulted in reoponsco of (1) Co'^plainto, and (2) deduced 
work effectiveneCB. Iheae factors wore iound to bo interacting with no 
cet oecuence for all employcee. Tiiere was, however, one point in cora- 
non* T^iore was a tendency on the pert of coKpiainanto to project all 
their troubleo on on© object and in ouch terac ixi overthlnk tiioir oltua- 
ttonn." 



A hypothesis was developed regarding individual dioturbences 
oi perconnol ©quilibriUTi which reads as follows: 

As the research continued, it coc'aod to the investiga- 
tors that individual disturbancoa of porconnol ecuilibriira 
cculd not be understood apart froa the vjro . eneral social 
setting at work in which the employee participated, for 
*'i/iny cociplalnto were expressing the interpersonal rolations 
inJierent in the eocial organization of workorr., cupervisoro, 
and }d')^er oxecutivcts within the company . from interviewing 
8uj.'crviBora there was a great deel of ovidenc© to support 
thio hypotiieais. Stated briefly, the hypothenls io as fol- 
low n t 

(1) that the attitudes of employees are regulated 
and controlled by a certain rystom of centinsents; 

(2) that this oyetom of sentiments exprecseo tlie 
social organization oJ the es'/loyeos, supervi- 
ooro, end high®*" executives within the company; 

{}) that every feature end event in the v/orkia^. on- 
vironcsont bee ones an object of Uiin sycten of 
Bcntiacntss and 



\*vmnre:<ent and the ’t/orker. 



P. J* •■^octhlisber^cr and 



. . J. SlckGon, 
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(A) that, therefore, in order to underotend an 
employee'# satlefactionD or dlenetiefactiono 
with certain fenturoe or evento in hie working 
©nylrortnonl. It io nocasoary to underetand 
those feoturao or events in relation to thair 
interaotione with and cffecta upon 

(a) hi» position in the social or.^ani- 
r.ation ol‘ the company. 

(b) the social organisation to whic); ha 
has grov/n accuetoned, i.e«, th© cyctea 
of sontinents by nieana of which hie 
position i» defined, differentiated, 
and ordered froa other poeitiens, and 

(c) the dei:pandB vihich ha is oakinf; of 
hie work, as determined by his tcr.« 
perns^ent and pact social conditioning, 
or by the kind of relation he has to 
the wider corKsunity*^ 

’n>us, in induotry It hac been dosioactrcted that workere are 
largely governed by their sonlicento and attitudes, end to undorotnod 
a worker’s satiaf actions or diseatlefactlcna it ic nccosnary to undor- 
stariJ thooo factors, lliose ere not factor© t]ict are peculiar to 
industry alone, and it io logicj.1 to ascupie that tliey apply to hovel 
pcreonnol in like rsanner end with equal force. Therefore, by chan ing 
rcferencoo to "factory, " ’fesiployecf and "worker" in the above roaaonln^j., 
to ouch terrsc oo "davy,” and "perconnel,** the above hypothecis still 
ece:a8 valid, 'rhic hypothecis was used as a basis for investigating the 
hur;asn rolatlon® practioed by the pot^ officer group in the j^avy, by 

p 

noano of a queetionnairo * prepared so as to oample attitudcc end santi- 
rsents of Uw petty officer group end th© noa-rated pcreor^el. The rcsulta 
of tho questionnaire wore 8Upple.'n©ntod by inte2*viov’ing the cubjocto who 



^ ?<kmag©,isent and the Worker , F. J. Hoethlisborgsr and ... J. *^lckocn, 

pp. 

^neo Appendix D 
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lilled cut. the questlormaires a tmd by this moanfl additional 
scnti.non^o and aititud^jc wero obtuined, together v.'lth ausLCHtlona i'or 
fflothodfs of uRi?ig these atiltudee and eentiir.enta* 



of the foctore in affective husian relations, an Hated o:. 

C of this study wca the formal organisation of th ;0 particular in- 
etltution. T’ila factor should be diflcuaeed to cltn.riy s* cw ite import-* 
anoe in tho hu:san roletione problea and how huaun relations can be 
inproved by clarifying the eXe*3ent8 of the formal organi/.etion# 

Again, it v:lll be advisable to refer to dofinitiono uoed in 
indtistry and then transfer the usable portions to the ;"aval ."^erv^ce. 
^hftt is thr fortsnl organisation that has been referred to? 'Xlie forasal 
organ! ration has been nicely defined for an industrial plant in tlio 



followin', rsanners 



The cocial organi'^ation of the indue trial plant Is in 
part for,.ielly orgS'uaad* It i« compostid of a nirabsr of otreta 
or lcv,-le which dlfforontiate the* benchx^orker froc» the ekiiiod 
soechanic, th« group chief fro's the departaont chief, and sc 
?h©ec levels are well defined and all the formal ordero, in- 
atr actions, and cfKjpenaationa arc addrec.ied to All such 

factoro tanen torothcr .aake ur the forjaal £)rgtni'‘ation of the 
plant* It includes the syste”"B, policie- , rales, and reguis- 
ticna of the plant which express wliat the relations o.‘‘ ons 
person to another are supnos.d to bo in order to aci ievo of- 
foctively the task: of technic-l production. It proacribce the 
rolationa Uffst aro cuppooed to obtain witvhin the huw«n orgcvn** 
irntion and the technical organi:^atlon* In short, the patterns 
o )<u’»n intorrolationo, ao defined by the syote..a, rules, 
policies, and rcguletions of the coapsny, constitute the 
f<* r 'rxl orgnniKation* ^ 



In th® above explanation of fon\Rl crji;,ani ration, the aw:4t* ''te 



that ccr.ivJ''‘i*nr our prcaont dlncusoion most is this; *lt inciudeo tlie 
oyotene, policies, ralea and regulations of the plant which express what 
tbo rolationa of on» porcon to another are sup 'Oc d to be in order bo 
acliiev© effoctlvely tV»e took of technical production."^ 



1 

'"-^ng.r.c ent and Uia worker , 
r«. -53. ■ 

2lbid. 



V • 



J. iooethliebert-or and » . d* JUchoon, 
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Tnln (iofinition can lie accepted in full and applied to the aituctlon 
in the Iv'avy with only one R«Ddificatlon. vlhango that portion which 
roads j ”to eohiove effectively the task of technical production", ao 
that it roado: “to achieve offectivo completion of the riicoion at hand." 

Thus the fort\nl organization of the .‘Tavy hae been defined. 

TTie ole-nents mentioned in the definition of the formal or- 
ganization ere terme that are gejieraliy understood} however, it will 
be well to define policies before proceeding'; with the diecucsion. 

■f 

Policies )iavo been defined as, "The guidln^. princlplec ©etablinhcd by 
tho corapnr.y to govern actions, usually under repetitive conditions."^ 
Thsoe 8CUV.O authors further discuos policies i 

It In inport 4 :j^jt that policies be carefully and ade- 
quately expreoced bo that thoae in the orgaiiization will 
undoretand under what conditlcsne and to wh&t extent tlie 
rules «ro to apply* PurtVier, eince tho policioa ore to 
cover acilonn in tho future, and since esan's memory ic 
not Infollible, it Bea*na most Important thp.t the polioieo 
choul:* not only be clearly exprecaed but tlicit they be in 
writing.^ 

reasons «iven for writing the policies are: that all will 

hat»o the same interpretation of them} that they may be reviewed} that 
they may be checked for compliance and proper understanding} and that 
they will not bocoao obecure through the paeoage of titao.^ 

Ai;»in, tho entire deilnition and the explanation can be 
adopted »or -^ayal uee. ITie isval organization definitely hae policies, 
rules, and dircctlvoe, and for the reasons lletod above it is Inportent 
that each rao''ib®r of the organization know tho policies that pertsia to 
tho individual. Therefore, the formal organisation muat arrange for 



**7 op- . -enap.C '^ent Crga nlzatlon end Oontrol, Paul Z* Koldon, L. . lisa, 
iT. L. aslth, p. 79 • 

^Ibid, 

^Ibld., pp. 79-*0O. 
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sceans lor dlooealnating ihio information to tJie individual e, end chock- 
ing to mako rui'o ih»t tney ere understood end reviewed ♦ 

II thio one condition of hu-isan relations is weak or iac’dlng, 
th© boot of intsr-poroonal practicsa will bo sorely handicapped because 
tho two persons who er« trying to worn together rzny be opera tinif under 
two different seta of rules unbeknownot to oach other* 

fo doternine whether or not advantage ia taken of this 
condition of hi^an rolntionc, quoationa woro aakod of U:c petty officers, 
regarding the rules and laws e®t by K&val adniinistrntlon, with an at- 
tempt to deterniino how often they are rovicsfwod and oftoa they aro 
diacuoeed vdth subordinate personnel concerned* 

It ciust be recognised that the Kavy i« of naceosity an auto- 
cracy and ffiuct bo run on autocratic prlnclpleo if it is to accoaplish 
its niooicn of taking part in wi® prooervotion of a ds-rsoerttoy. ttowovor, 
thio does *;iot moan that good inter-pcrconal pr&cticoo cannot be advan- 
tageoualy used in this typo of organisation# 

having explained and diccueaod tlie theory on wJiich th« preeont 
investigation was based, we can now give attention to the investigation 
itself. 



I 



A Prollnirwry JtutJy 



The int©r-p*’r8onnX rclctiomi of the petty officorn end the 
non-ratod wen were inveatij^ated by Mcens of t^^o oeta of oueotionneirea, 
cno for each £^roup*^ The cueations coked yore tn the raain identical 
queotiona worded appropriately for each group* In preparing theoe 
quootione, the Viypothesio otated in the first part of thin chapter^ was 
used BB a guido. This hypothosio etatoo that a pj^rron’ a attitudes and 
Bontlmcnta largely govern Mb Batiofrctlono and di3satiQfc'’tiona with 
hio working conditions* Therefore, an ettsTspt w«a raads to sa^ole the 
nttlt\ido8 and oontinento of tho two groupts by aeans of auestions about 
oubjocto which wore contaon to both groups, such aa the relations exist- 
ing botwoon potty officoro and nor>*ratcd non, watters of diociplino, 
tBothods of dlaciplino, anoignoont of work and tasks, et cetera* If tho 
ettitiidoB and sontlnionto were found to bo in close ogreeaent, it would 
be rofiaonablo to asBusao that those gr oupo could work together harnoni- 
ously* If there wore ©vidonoes of lack of agreernent, thon it would bo 
reaocnablo to asouao that this difference in attitudes and ewmtiisento 
could ho a nouroo of conflict between tho groups* 

Each questionnaire consiated of twenty-seven quostlone, soac 
of which were factual and the rent wore opinion queoticne. It is be- 
lieved that tho factual quostiono wero appropriate, Inaewuch as it was 
found that aonotinco one group would oay thoy acted or responded in a 
certain taenney, while the other group ctated that the first group acted 
or responded in a different nonnor* Thus a difference in opinion was 
demonstrated oven ebout conditions that should have been fact* 

1*5 ee Apeendix A* 

2Seo page 15 above* 
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It v/GG decided to »ake a pilot study as a preliminary to the 
fi-ial work in order that ao nany errors a» possible raifjit bo eliminated* 
Therefor® f arransanonto vore ctade at the iioval Air Station, Glenviw/, 
llilnolo, in ?'ay, 19^t6, to submit the queetions to twenty~flvo petty 
officorn and twenty- two non-rated personnel attached to that station* 

It y«8 recof/il'^ed t!'iat conditions at waval Air Station, llcnview, wero 
not ideal for a study of ’^aral perconnel, due to tho fact th«t the per- 
sonnel on duty at the Glenview station wore largely isemb©X'’8 of the 
United States 5av«l Hesorve, and as such their attitudes not be 

ropresentotivo of Javnl porconnel in the active i.tivy. hoifover, it vieo 
boliovad tl-sat this station would provide a test of tho proooduros and 
tho queslionn, His petty officors whs were ueod in tlie pilot study 
wore station keoporo on full-time duty at tho Clerwievi station, all 
of whom had experienced sarvic® in the Kaval ©otablidisiflsit and had 
earned their rates wliile on active duty* Tlie non- rated personnoi who 
111 led out tho questionnaires wero rcembero of tit® aval ni3soi*vo on 
full-time duty at the Glenview Xaval Air station* 

The potty officer group conaietod of ac8i who held ratin,< 5 e 
froa third claes petty officer to pjid Including first claso petty offi- 
cer* Tho station was roqueoted to provide for tho expurinent non-rated 
men who had oonsploted at loaat nix montlis of ecrvice* This request wao 
t-iodo in order to obtain a group that would not cuicwer t3io questions from 
a strictly civilian point of view but would have had eoute acquaintance 
with f^Bvel life* Tlieae i5Jon ranged from apprentice ocaaten to stettron and 
firoinon first claoo. It was agreed that the namco, rateo, and duty 
aooign »enta of the individuals participating in tsio exporiaerit would 
not be token, in an effort to obtain full cooperation of the men* 
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The rated and the non-ratod nen were ’;opt In eopareto 
f;roupn and in r.oparate ro-.n9 while the cueetlonnaircc voi'e bein#: filled 
out ond during tho Interviews* T!\© purpooe of the study wae explained 
to each group, and tho men were invited to aok quootlono before &nawcr-> 
ing tho quoetionnalres, eo tliat they would undoretand clearly what was 
desired* Tliiey were also infori^etl that they wore free to belk over the 
quoationo with their nelghbora or ael: queotj-ons at any tlrce, but were 
requoetod to give their own opiniono regardloso of }*avin^ discueeed the 
queotions with their nsighbore* 

It wa» found that the rated men ceoned to have very little 
trouble with tho queatione and did very little talkln.7, until after tho 
quoetlomalroo had been filled out* 'Ojc non-raled non did nuoh more 
talking about the queotions* It io bolieved thin was duo to the feet 
that aonie of then had trouble understanding what the questiono meant* 

It nhould be noted that on none of tho quertione ackad was 
there total disagreesaent botwooa th« groups.^ Tt-.in is ae it should bo, 
and in fact the desirable condition la to have the agrce.iisnt on all 
roprooentatlvo questions as close a« poscible* It ould be alncst im- 
possible for people to work together in the event they did not agree 

on any of trioir opiniono, oentimonto and attitvidos* 

It Gdght oeera that we are working for absolute agreeiaent on 
ell queotiens* Thin io porhapo U\e ideal for smooth operation when 
problonn are Involved; howover, if wo aro going to bo practical about 
this otiKiy it should not be expected that thin can be attained on any 
questiono except very broad topics such as whether or not you thin): peo- 
Jple need cleop for o continuation of their existence* On that, we 
woiild probably get complete agreement. 

^fee Appendix A* 
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Tho ooapfiiri£3on of th© ant$*.4orfi given by th© two groups tn th© 
prolltfimry otudy ohoviod that there waa a lack of agreowent on (1) con- 
sideration shown by petty officero in aonigtiing jobs, (2) oxplamtion of 
now jobs that are being naaignod to non-rnted son, (5) intoroot in tho 
welfare of tho non-ratcsd taon, ( 4 ) inforraing e non-ratod raan what he is 
being repritaanded for before h© io bawled out, (5) showing men ways to 
avoid errors, (6) th© preference of petty officers to crttloia® their 
non, (7) general ca*ltiol 0 ?a used by petty officers rather than epecifio 

^ critioisra of non-rated raon, and (8) laothods of critlciots* In coaparing 

I 

the agreerjont or dioagroocjont of groups, it was felt thst if there were 
isoro than ton per cent disagroernent on a question there would bo roow 
for irsoroveaent * 

Another consideration that i» worth noting is tho spread of 
answer a vjithin ono particular group* It would seen that diaagroesiont 
within the potty officer group on questions of policy and raothods of 
handling non can be a oourco of raisur^orstanding arwi a neans of pro- 
viding confusion to th© non-ratod won* It will bo noted that In ans- 
wering oo! 3 © of th© questions the petty officer group itself was badly 
divided, in some cases as r»any as half of tho group being on each 
extrcTie* 

Of tho quest ions asl^ed on tho prolininary study, the two groupa 
differed by nore than ton per cent on alrjont two-thirds of tho questions, 
Aleo, on alnoat one-third of tho questions a large majority of tho 
potty officer group disagreed as to the answers. These facts indicate 
that the sentiments arai attitudes of tho irsdividual groups, as well as 

I thoco of tho petty officer groun, aro not in os close agreement a« is 

I 

desirable to promote harnranlous worId.ng conditions. 






/noth«r qur Gtlonimire var cubmltto*! to these two irom*, fbl* 
^ sot aeked opon-endln,<' quoetiope, such aOf ‘S'luit ar* V t>'J. t tUMO-” 

rated man do In reiaticw to Ui»ir ^or< that 5 <‘ou liita?" and Nv>at arc 
thr thinfo t>»ot non-rotsd ■ en do In rel'-tion to tbrir work that you d4 
not llkoT' i!t WQ8 plsnrxed t>o co^-par© the reeponS'>n obtained frurr, a^Ach 
quoftiom-i to see the aijailority or dieol'^'ilari ty of the- oonti^nt<5 
attitudeo ot the two proup©. Alfnoat ©11 of the-^a cueeticnnairca wore 
rcfturnod blank* bhon the j»e-^bera of t?*o £;roup were ac^'r-'d about poo- 
eiblo ancvforn, their hostility to such quootione nade It opparor^t that 
no uneful purpooe :oxild be aorved by subsaittin thin nort of vuo-'bion 
exccct i;. the intorvlev; situation and in the oonferance dipcucnio.n 
meotin"©* Therefore, tbet type of question wao discarded. 

After the quoetlonnaire® h«d been filled out, ench ^roup 
KOB nehed to r©"5aln and {15.ccu*o tho quoctiona eo an e^id in in^rovlr^ 

Vnci cv elininatinr inpropor queationa arul eiddi'iR Inport^nt one* t'-/ t 
^ had boe:-' osiittod* Tho non-rated froun did n t c'^tcr t-e dlscuafllon 
wKo?*C'h«artoiIy bxit did coniim atany of the quostione Gc*i.cd on the 
I blanks. A few of the '■von indicated tJint t-he petty officer** oety^od cca- 
fixeed not sure of what wao oxnected of the*.*. T* j'or attributed 
t>'ie con,u io*i to oo'^ethiiX' Uv t had one wronf; beVce^i th» officers 

and th# petty officers. 

I 

uio patty offlGcr rrcup joined in a diocuf»»*io«i ontl*uciootic- 
ally find rser^»- idoae were proomtod by thic roup. Tlia dlecaP*ion was 
opened by the writer m\tXnf Tor on opinion on tho quo tione— ‘-er-f ttay 
clear And did they hit any of tho problo'~s wi Ui w'^ieh tr*e p^tty officer 
Ib faced. Pho group unani'^ounly condo nod 'iir open-endinp quosticna. 
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otatinf" that tho qu4?otions Juat lei't thasi ’’cold.*’ thcrotor* , that for. 
of ';UO{5tl«n was dropped frcsB th« diocuorlon ond an cfiort, war jnade to 
fot- an idea <•>/* V !• t/oe of quontion t^iat tha petty oii'icoro bcltov€«d 
would provide a t<*at of 'he attitudccs end centitie’ile* 'oat of the 
froup preferred the direot questions nubnitteti a>\d eUf^ootod thofc oven 
more In (jmatAon could b© obtained if an oral diecucsion were por'dttoA, 
Tliey bellcvod th^t the quoetlono .i^enerally indicated oora© < . their prob- 
lo’nc, bu1>— ®tbe esain trouble eoeti^ t-o be that wo oro junt errami-boya 
for the officernj th.^ do not back ug up, »o wn don’t Icnov whore wo 
ata.'sd,” ■’B^e non- re tod .^en can toll tc ,:•> to tito devil i they don’t 
11 CO e job wo £;lvc thars to do, and if we try to do anythin/;; about It, 
then thay quit en"^ we wind up doin'. th«! job Oi-irselv^s end catch hell*'' 
Thie typ"^ o', converse tion indicated there war, a lac‘-t o.. underatiuzd- 

irj;,. between tho petty cfticero t-n<i V;o officer'®, a coc.ditton which 
point* to one c- the facUira of hus*«m relatione, tiio iotT:fA or^ m.'u. ntion. 

rhe petty officers wore eeked if thoy had arjy aolutio.in to 
oif®r .'or the -ieundoratundiigc with the efficoro— •had they tclk;.>d suc>i 
probI»v.a over to oeo w';«t wee the oaoae and to find a poesibie coluiion* 
anawer ua» V'at t ore had been no cach con^oro cc. A fet* % ripe 
p©ffclo:'p“ }jad been held between two or three- of the potty officers, but 
they %'oul-i;’t daro do toorr V nn that.'’ 'Aoy wore ttm ao>Kod If they 
tv.ou '■t a conf* rence of th® petty offlcoro in which t »»y i*’.i ht diocuce 
th«ir ,.roi.lco3, Die rulco under which they were working, and ouch common 
iter to ni ht b© helpful, 'i'hla queaticn mot heeit':itin. approval vith ooao 
eveptlci •«, wi«l they no’ced whot oort ol thin, could Le di cueood. <.o an 
cra-pio wore y.vj y'^ nrcbX®. ^ oieanllncDe aa prsetierd by U’G 

pery*n!el. T-oy war* tel' Dint fis>t was a problc.t concomln. all of the 



I potty cTflccra tl oy oi hi be tiblo to h^lp e<5ch othor by offorir.j- 

I fiolutlortf« that had beon found to the various proble,.3. ^ne of the ot.rt- 

I 

keeporo look ioaue iasaodiately with timt proble;i, eiati.ijp that it was 
concern of bio, for on Ion" oo ^ie ►•en kept t’leir stororocAo clcn . and 
did t*»'fir work it »voo non© of iiio buoinsne hor I' Oy -cept t' eir lockcro 
and clcthoa. Intoroetin'’ly enough, ono ol the boatswain’s \atoo took 
up the conversation and a lively dicousoioa followCvI, which was joi-.ed 
by ocveral o:‘ tho other petty offiocre preoent. After about tea raii— 
ut«£j diccuoclon, the oLoro-keeper of his own accord s^fj^eoted that ho 
had never before tJiour.ht of th« problec. as it hod been pointed out to 
him by his follow petty officers in thi«t diecusoiori and th«.t he f,aes»e1 
ho wno concorned with Uio clccnlinoso probloiM* 

tho discuccion wne stopped Iniaadiately ers:* th« attention of 
all hende was onlled to tho poeolbillty of nolvla._ other problcup In 
thin nannor* They all s©.''’«cd quits i*nproocod vlth the ido«, wcnderlnj^ 
why it hed never ocourrod to then boforo* Ono of tho petty officers 
then arar.ed wh&t f.ood it woul'^ do ^ho^a aside fro<t just ouch problems, 
for thoir officere did not roly on thosi, and how far would they ^et 
ougg;eotinfj nileo and rcgulntionc* ^CAin, Uiey were reforriru to Uie 
fornel or^;;orusatlon of their rolaticnohipo. I any tifr.eu tl*e Interviews 
thi*y indicfited insecurity, a lack of reco^;ni1JLon, and a farline of not 
bolcnplrUj to the outfit. 'I’ho writer thought this was probably © local 
condition caused by tho lack of rli.ld sailitary dieciplLie, a condition 
which lo poopiblo In an organization vhero tho nwrabora are free to quit 
ttt any ti"’c they docirn, on' tho job in not one on which tho oan dopando 
for his livirir,. 



It should bo noted thiit this study at the Naval Air Jtaticn, 
Qlonvlew, was taade before the Selective Service Act of 19^ was passed 
by Congress. This law should reduce the diacipline probleoi on Naval 
Reserve stations. 

Attention is called to the fact that this report on both the 
proliralnary study and the final study will discuss only the advorso 
opinions, attitudes ar»d sentlracnts that wore discovered in the Investi- 
gation. The results of the quest ionnair os indicated that there are 
nany agreorsonte on attitiidos and oclniono; howevor, theao are not the 
ones that cause the problota and therefore need not be dloousaed. 



The Sxperlaental Procoduroa 



The tnforraation obtained by the preliminary otudy confirm- 
ed the fact that there tma definitely, nt leant at the Naval Air Station, 
Glenview, a lack of agreement in the oontimentfl and attitudea of the 
petty officer and the non-rat ed groups. The result » of the proliwinary 
otudy aloo indicatcsd that part of the OKplanction for the laok of 
agreement between the groups night be found in the foniol organlantlon* 

A few changeo wore made In the quoatlonnalro^ and as many as possible 
of the raistakoo isjode in the preliminary study wore elirainatod. Plans 
wore then made to oonduot the final ettriy at the Naval Training Station, 
Groat Lakes, Illtnoio, during June, 19^* 

Arrangement 0 were mode for the study to be conducted through 
the J'ducational Services Office at the Nnval Training Station, Groat 
Lakes, Illinois. An attempt was mde to aosowble about one hundred 
petty officoro and havo all the quostlonneiros filled out at on© titse. 

If the study were to bo a succoas, a grant deal of cooperation would bo 
noooaoary on the part of those participating} thoroforo, it was decided 
to U 80 only those who voluntoored to answer questions and bo interviewed. 
Because of their experience and booauoo they would have what c»y be 
called Naval opinion# and attitudes, the moot desirable parsons to par- 
ticipate would be thoce who woro actually in charge of non-rat od men and 
who had had sea duty* Due to the fact that the petty officers were not 
detailed for this task, it was possible to got only about sixteen to- 
gether for the firat attempt to havo the queotionmire filled out. This 
group proved noet cooperative, end the dlocussion that followed the 

\'3eo Appendix B. 



quoctionnairo proved jiuch norc? vaXuablo than it would have boon had 
tha i^roup been a Inr^. r ono* ‘ilio rost of the quoatioruiairoo wore 
given to pot% officers for cosplotioa at t’lcir convenienco, a aitua- 
tton Wiiich hindered interviewing these participanto. 

An ettenipt wac trjade to have the questiono for nori- rated per- 
sonnel filled out by non otJxer than recruits* This proved quite a 
problem duo to the ecarctty of ouch nori-rnted pcrwomicl on duty at 
that etatioa. It was decided that jaen ehould have teen in the r.avy a 
rainisEUSi of ©lx .*aonthc or their attitii^eo and eentiraento would be of 
practically no value for thl« study* Thio aituation i2ade it aisaoat iss> 
pC/Gclbl© to got a group of non-rated racn together at one tia«* Tliore- 
for^, nen-rated con who had «sud.table length of eenricc and who would be 
wiilln.^ to aosiot in this ctudy were cel oc tod, ant the questionnaires 
were given to those cen individually* Thlc provided so few aicn and do 
llttlo opportunity to interview thoin that orran._.cccntB were made to 
interview and quoctlon the non-roted men who were reporting to tJie 
Service Sob^ol Co?jns.nd at th« Great IjCkcs *Iavai Traiiiing Station for 
inotructlon. Tlieee people were expressing opinions, attitudeo and 
«oitl:aento that they brought fro-s thoir forKor duty statlono, which in 
all canes was «oa duty* Intereotiiply enoufjh, a few of thoir attitudes 
end sontias nts seeatod to be different frois thjose ©xpressed by tho non- 
rated json who had been attached to the Training Station for aome tijsc* 
Thie denonctratos .he fact that & person' tj attitudes and ac/iti-.cntc 
are affected by the work situation* 

Inlorraaticn about tJie petty officers and non-rated -non who 
participated in the st.^dy ie given below in "hibles I through VII. 
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TA^^L-. X. 



,’mb©r of ietty Officcro, by Ratee, FarticipGtir\- In th« Jtudy 




PAte 



.u.'abcr 



Aviation Structural Kachiniet 
?lr«t Olena 
-Ofttswain’s Mato 
First Olase 
Second Olaoa 
Third Class 
Conrvl eocryoan 

First Olaaa 
Second Gifts® 

Tliird Glao® 

I)a»8ir,e Gontrolsen 
Third Glaca 
rhanoRciftt’o fiato® 

'lecond Class 
Tliird Glaas 
Tncineaten 

First Class 
Second Class 
Uospitalnsen 

riret Class 
Second Claao 
Third Gla«s 
i^ftcliiniftt’o ^'ate 
Ilrst Glass 
**ct«lB:s.lth 

First Claos 
Poreoanol Hen 

Cecond Class 
Qwar to raaste r 

rirot Glass 

Ctwttrdo 

First Olaea 
torckocpere 

First ClaoB 
Gccond Class 
•Ship’s Cervlcersen 
first Class 
Telfi-iien 

First Class 
Second Cleeo 
Yeorsen 

Second Claao 
Ifeiopeclfied 



I 

6 

? 

1 

7 

5 

1 

2 
I 

1 

2 

5 

5 

2 

1 



2 

5 

1 

1 

2 
2 

1 

1 

1 

2 

1 
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TAHLU XI. 



horxrXh oi' Sg rvlco or Potty x Tfioorn r^articjLpnt ii yr. in the .^rtudy 



HontlTO 


•Jmibor of Pc 


50 - 59 


2 


/iO “ 4p 


7 


SO - 59 


S 


60 «• 69 


5 


70 - 79 


5 


ao - ap 


5 


90-99 


7 


100 -109 


h 


no -119 


1 


120 or over 


9 



TAohi. ill . 

«ers£;th of '^orvloo a® ietty Oflicere of iatty Cfiicora 
rartlclpatlnf; in the Study 

y/snthtt RC rotty Gfi^ocr 'lumber ofi>*ty (.fficoro 



Under 24 


2 


2o - 29 


S 


5 0 - 59 


6 


4o - 49 


6 


SO - D9 


7 


60 - C9 




70 - 79 


5 


8<3 - ap 


6 


90 - 99 


5 


100 -i09 


1 


160 


1 



IV * 

Ac® of Fatty fficars .^articlpatAry; in the ''body 
f>r.o yearn umber of Petty officer® 



2) - 21 


5 


2? ~ 25 


Q 

# 


24 - ^5 


9 


26 - 27 


8 


2a - 29 


6 


50 - 51 


5 


•2 - 55 


1 


- 55 


4 



50 



TAj--. V. 





*'unber ojl i.on 




"eaaaen Apprentice 5 




Senroan 


10 




Fironan Apprentice 3 




fl rc3s«n 


3 






2 




Tam 


VI. 




),enf»th of ervlc© of -on-^te 


.’en forticip! t'.n^ i 


. the ^tudy 


J“onth» 


•’vraber of ’art 




6-9 


5 




10 - 


7 




15 - 19 


2 




?0 - S4 


I 




2S - 29 


5 




50-54 


4 




55 - 39 


1 




■40 - 44 


0 




45 - 49 


1 




7n jL . 


yn. 




A^o of .v!on-P.ntcKi '.Piz. 


fartlcipatin^ir. the 


t» 


r.© Tears 


'u'ubor ox’ *'cn 




17 


1 




13 - 19 


15 




20 - 21 


5 




22 - 25 


5 




24 - 2D 


1 




26 - 27 


0 




23 - 29 


1 





It is bclioved tl'o.t the ui^iiborc of each group cooperated to 
tho I'ullo-t oxteat in anowerinf the quoetiono* This was particularly 
apparent in thosewho were interviewed* They toaraed intercoted In tho 
eubject of tho study end were anxious to give infor.-ation* 

Tlie final quoationnalrc^ wa» almilsr to tho one used for tho 
pilot study* Alniont ell tlio quostiens used on the fom were 

used on tho final eet, and to theeo were addou qvi^’Rtions which had bec^ 
i5ugr«at®d RR a result of the pilot study, and others that it wao tl\oa_ht 
would be inforDstlve. Ae in the pilot study, e:=^ch group w&o askod 
identical questions which were appropriately worded lor oac)i group; 
howo^'or, the nu-abor of quootions was increaoed to sixty-throe* In addi- 
tion, the petty officers were naked five additional quentiona re;iarilnig 
thoir relations to the mnagor^ent of tiie unit to which they were attachj^d. 
fhace five questions were results ol ths lntorv'vc%’-*e conducted in tl)« 
pilot Biudy which indicated n. Koaknesc in tJto iorrfssl or '■ftnization* j t 
wao a ni 0 t'».ke to increase tho nutaber of questions from twenty-aevon to 
sixty-throe because boredo:r. and lose of intorent developed* 

If tho study were to bo r.ade again, the number of queotlonn 
would be reduced to thirty or thirty-five, end it ie believed that ovoa 
bettor results would be obtai?ied* the nejority of questions asked 
were of tho opinion type; however, a few factual queBtlone were tnclu'^**»* 
It wna believed that these wore appropriate for tho na..o rearona that 
have bean tR*-'nlioned for using factual quoetions in the pilot study* 

Vhs questions were written oo that thay p»rt.iined to t)i« 
aroac o praise and constructive criticism or blame sb a tool in the 
hands of a suporvioor, Bociul aarmero of a supervi or, tho eupsin/leor 

ao a tonch-r, problems of a oupervL<ior in wiintainin.' i5K>r«3e, the ope\ 
door policy in supervision, ?uid th' rupervi or’t* rcsponeii'iliti - ‘** 

^ ’e*!’ Appendix ^ for cor*pIete jvsts? of queationo* 
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Tho answera to the quootiono on the quoottonmtree wore 
totaled in each a Manner that the total number of poraona giving eaoh 
poeaible answer were tt^ioat^'d* Tho percentage of tho total anawero 
given to each question by each group waa then oomputocl so that the 
relative popularity of each possible answej’ could be easily ohown. 

The reoulta of this oomputatlon for each question ere shown in 
Appendix B* The poroentagea for eaoh answer for both tho petty 
officer group erd the non-rated non group aro shown on tho osao page 
ns a racano of easy oowparison of the total attitudes of tho two groups* 

Ao hna been mentioned, both the petty officer group and the 
Unon^rated men wore Intorviewod whenever ouch arrangement s were poasible* 
For the petty officer group the interviews were handled ao followot 
The firot group of sixteen were Interviewed se n body after the quootioi>- 
nniroo hod beon filled out* Tho group were nsked about their opinion 
of tho study, ard from there on the convoroation was left to tho aonbero 
of the group, the interviewer only guidli^ tho oonvorastion back to tho 
desired areas of dloousslon whenever extranoouo rsattero wore brought up* 
This was the only group of petty officers interviewed* 'leveral petty 
officers were individually Intervlowed after they had conpleted filling 
out the questionnaire. Tho Interview was handled in the saao ssannor 
for individuals as it was for the group. 

The non-rnted men were intorviewod in groups of two or three 
nnd Indlvidunlly, The oamo procedure was used in those interviews as 
was used for tho potty officers* However, In several cases the men 
wore asked to dleouns questions no they filled out the quontionnaires. 

I In this manner they would explain their ideas, ar«J In sone canos it 
was noted that when tnllclng about n oifcject they would actually explain 

I 

* 



ft problan differently t.han they would enewer the o»ise quoetion on t^e 
quoatlonnairo. It wgq found that tlie groups of two or throe, Mhen iri- 
tcrvlowei, did not encouraf^,® individunl linking, for whenever on© 
xaeaber offered a suggeatlon the other raeriber innedlatcly would bach the 
iirot nan up, which euggeated that the men deeired unlfoiviity of opinio 
at any cost when the group wea amctll* 



Ireoentf/oion of th« I^oults 



Aftor th« quoetionnair®s hod been i ll led out aiu’ the inter- 
viOKS cofflpleted, the reesults were corofttlly analyrcd for any conclusiofor 
that could b© drawn. The reculto of tl eoe t«o prt>cc(iurQO will be dis- 
cuseod individually# iUrst, w© will conoider the tenlencioe or trendo 
that eee^.ed to b© indiceted by the quootlonn&iroo wlUnin ono ^^roup, or 
between tho two groups# 

1, Connidering the snowors of the potty officer group only, it 
was noted that on thirty-oix quectiona, or about fifty-tlirec per cent 
of the total uu’^bor of queoLlofts, t" ere was no decided opinion expro -'oed 
for tlio group, for exasnplc, cixiy per cent ed^pit eay "Yen,'* and forty 
per cont ''lo.” If it was ?sul tipi ©-choice, anm/ers be divided in 

equal nu"sbere for each poeeible choice# Diio fo.il ur© to indicate o 
coracon {iriower to tho quoeticn would indicet© ono or a co.iUinAti<un of 
several couses*’# Quoh a wide spread In tho eeloction of antariorc silgM 
bo caueod by tric lack of policy, ontabliohed .othod, or d'Ct.rin© 
boon laid Jo’..n and tuui*4it to tho potty ofiioero# fuch, a would 

pcrjsit t’jo potty officero to roupond in an unguided manner or ao learned 
in a proviouo oituation* Another pcosible cause of th^- wide opread in 
the QclectioTi of answers could be that various coataands arc teachin,^, 
difforont .«ot?usds whi--h have developed a wide spread in the attitadeo 
and eonti'iont* of the potty officerB. Another ronuon •nay bo tsat co;::?- 
KiondB have not realised the iraportaace of uiv.'ln^ the sttitudoc and 
ac«atirnonte of thoir potty officers bc tJ.at .yoet us ful attitudes 
and oontiKrato are dovclopiri; therefore, U'.e co*nK>n human relatione 
policies of tl'e ’’avy have not been tair ht to Uie petty officers. 



It vtnlikoly, after coneldoring t3ie quoetionc on the 

questionrmiro, thot oo"so of th© anov^ors given would have bean touglit 
by any eorsaand; therefore. It would bocu reasonable to cor.clude Uiat 
Ujo potty officors ora largely loft to their own reaoui'coo to develop 
their attitudes and eentiaonte regarding hu'nan relationo problems. As 
an exmsplo, one of the queotiono on the quectionnairo waos ”To what 
extent is it a good thin^x for a petty officer to be in doubt regarding 
the c'-iarse tor, scope a^id lljr.ito of hia responsibility and authority?” 
Tvfonty-four per cant of the petty officero said it war always a good 
thing for him to be in doubt* Ton per cent 8i.id ucuallyj thro© per oo.'. 
sold about half the tiiuej twenty per cent said rarely, and forty-th.roe 
per cent oaid never* It io unlikely that any cora-anncl would tosch 
petty cfficors that it is docirnblo for to bo In doubt about tlicir 

responsibiliti OB and autliority. Tlierefore, w© must conclude that inoi- 
fcctlv© instraotion, or none at nil, is given when petty officci's indi~ 
Cato that it io dealrablo for thaa to be in doubt no to thoir r«»pon~ 
oibllitien and authority. 

I’Ijia oame type of oproad waa noted in th® anewer© given to 
00 ao of the que'^tions by the non-roted group. Duel: a spread in thie 
group n«y be ojcpcctod duo to their Inc’c of training in hu'san rclatio,.o 
and lac ' of experience under the policioc of the .’avy. 

2* A comparison of the answers given for oach question by the 
two groups indicated u difference of oplrions and attitudes between 
thiC rroun®. It was felt that if th« two groups differed in Uieir 
opinion by t«Ki percent or rwre there wan a practical significant dif- 
ference, even thou'h il rd ~ht not be atatJLstict lly eirnificant. H\e 
intorort chould obviouoly be in the queotlonn w’hich shc- oJ differenceo 
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'uch luri^or tlian ten per cent, but for the purpose ol « otarlln^ point in 
the conpuriaon tlie ton per oont was arbitrarily chosen, end it sec«o to 
bo e roaaormblo fif;ure» A ooapariaoii of iho answers />vet; by the two 
frroupo ehnwed t}«at there was a *ii;;nlflcent difference in tho opiniona 
and attitudeo of the two groups on about fifty-seven per cent of Uie 

oucfitione# Tne questions on which the two groupo slgnificently din- 
agrood were about euch subjects as the following t 

1* Tito RsKjunt of praise and criticise, f^lvon non-rated 
C3®n by potty officore. 

2. bh«th*"r or not Uie eriticis^a given by petty officers 
ic of a general or 8peci;.ic nature. 

3* V.hother or not praise by potty officers will cause 
non-rcted nen to expect special consideration and 
fo-vorc* 

4. whether or not reprimands can be given In such a 
way a« to increase interest in th job at hand* 

f3* bhetlvsr or not it ic neceseary for a nan to adt^t a 
mistake before ho can bo expocted to Inprcvo* 

69 hether or not m petty officer should "snahe an exanplo'* 
of a non-rated aan, 

7. ^J© beet fcireo of doy for adainiotering a oerious 

criticism* 

5* hetbor or not petty officers should toaoe and joke 
with their non-ratod .‘-en during workltjg hours. 

9. .’hather or net petty officers should borrov; money 
from non-ratod mon. 

10. Tfthcther si stokes in judgment or intentional nieta'^ca 
by non-ratod cen irritate potty officer® ic^et. 

11. T.lieUicr cr not potty officers ;-ivc credit for cug- 
geotiono to the one- w?io s«do tho cuggecticno. 

12. Reasono for giving credit Cor eugfostlons that are 
accepted. 

15. -'bother or not potty officere should bo in doubt 
about their authority end reeponsibiliti oa. 



Ih, li'hoti^.cr or not it is dsairablo to let non-rnted 
men leem by their r.i stakes* 

15. hhcther potty officers v?ho are consistently strict, 
consistently lenient, or a coxbinatioa o- both, 

£Ot the best results fi‘02i their men. 

16» !!attor« of diolo/eity to potty ofiloors. 

17* Should the petty officer bo a p«ace<*.uikor7 

18. Taking up isatters of dicesree.r.©nt v;ib: the 
division officer. 

19 • i^ocodtiro to follow in the mv&nX, a non-'roted man 
goon over tho head of his potty officer. 

20. Gonsidoration sliown by petty officere when assign- 
ing: difficult jobs* 

21* Tho extent to which new jobs are explained* 

22. Tho aiaount of interest shown by tJic petty officer 
in tho welfare of hie non* 

25. Whether or not the potty officor should be Intorosiod 
in wliot hi a men do when they are on liberty. 

24. Whether or not patty officers give praise the way 
tho non-retod cien like to have it given* 

23* Sxproeoing oplniona about piano. 

It oc'oao rooeonoblo that persons who ere wor»cln£ together 
and have s’jch differences in attitudeo and oplniono arc provided plenty 
of opportunity for friction unlaas tho potty officers arc trsined to 
recognize the attitudes of those who work for and v/ith then and .mow 
hov; to uso those attitudes constructively. Fro, uently the attitudes 
oen bo mo!dod or modi Tied j however. It is probably easier to learn to 
work with attitudeo or to place thao in positlono whore tfaey aro not 
in violent conflict witSi othore. In tho event the dioagreemont between 
groups is not extro*n«, ior iuotanco, a I'lfteen per cent dieagroe.*.?»nt. 



It -iUfit be considered that tlioro la a chance that r.ien from ibis fifteen 
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per cent group my bo trying to wor’c with aen froa the larger group 
who look at tho queotion in anoLhor raanne”. >en with thle 8>call 
SDOunt cf dioagroe^ent It. should be worth while, when considering 
conpleti-n c the tank at hand, to have it coapleted the anaioBt and 
moat pleasant way poasibl© for tho good of all conoomod* Therefore, 
trn5.ning which will bring oven i»all nuaberc of non into bettor work- 
in£j coriviitiano will bo profitable* 

5* TJie analysis of the nase^ers to the questions gave ooao 
indication that the ettitudoo, o*ntiKon‘.s and opinions cf the petty 
officer group and non-ratod group tended to be the sa'^.e in soso caeee* 
'fliio io to be expected, and ao hao been previously tricntioned t}io de- 
oirable oiturtion io to approach agrocsiont in attitudes and aentinenta 
of people who aust work together, which neons the develop-^^ent of tijo 
ability to appreciate and understand the other fellow’s attitudes. 
However, in this study it was noted that aany of tho non-rated aen who 
participated were doing, wor»c: th.at was slnilar to work dono by potty 
officers. In fact, in do;tio cases the non-rated aen would relieve tho 
potty offloors at tho change of tho wetch. 3uch a eitu- lion would 
probably influence the attitudes and oplniono of the non~rated aan oo 
that his attitudes and opinion® would correspond sacre cioasly to those 
of petty officers than to those of non-rated aon who were not rerfor.uin 4 , 
potty ofliceri3* duties. This situation bocaae 08 g>.ciaily apparent when 
interviewing tho non-rnt/ed ^©ri who had ^uat reported to the station 
frc’£! other coaT.ands and who had not performed petty officer duties, 
iltatenontc node by thoaj froquontiy differed froc answers given by tiie 
old-ti%o etation non-r&ted nan. Thin situ tlon will be discuoeod .nor© 
fully later In the otudy when the interviews are considered. "Tiis 






•iKillarity of duticc may have bo®n onou^h to influence the overall opin— 
Ions and attitudea exprearjfcd by the non- rated asen so that a sissiiar 
expuriaent conducted on a ship or station not experiencing this situation 
vould result In a norc violent dioagreonent of attitudes and senticento 
of the tno groups. 

4. Iho queotlonnairc prepared for the petty offlcors use 
conislnod sc;'»ral qucctione wMch pertained to the petty officer as o 
ncTiber of the isenagetrcnt of the riavy. 1h© answern to theco question© 
indicated a lack of feeling of balonglng to rnsnagcfftent on thi© part of 
tho petty officers. Queotiens jumbors 2J, 64# 65, 66 and 67 

wero of this type and v.'ill bo diacucsed in that order. ?>ie first ques- 
tion referred to the petty officer being in doubt about tho character, 
scope and Units of hi® rospoaslbility and nutliority and has boon dio- 
ousaod in a previous paregraph. It must bo remo-abered that t^^enty-four 
per cent oi Lhe petty officers indicated on this question that they 
should alwayc be in doubt regarding roepoiiolbility end authority. If 
these ac'i are a part of .canageuent, and v;e have aeon that they arc, 
then it will be ehown tlat they must all know their r©apon«ibllitlen 
nnd authority.^ Another rcanogeaent question v;ao » In the absence of 
hio isinediato superior, what should a petty officer do about ftiaking 
deciotono of tho typo which hio euperior is accuRbosjod to cieko? 
I'hirty-four per cent indicated that such matters should be roforrod to 
a otili higjier authority; fifty per cent indicetod tl\at he should raake 
the decicion hiKioclf; and aixteori per cent indicated tli&t he should 
try to avoid a decision until hio imediato euporior return®, oven 
thoigh the work will probably suffer a little. It io obvious that an 
nnower to each c question will depend upon the conditione exioting in 

page 57 below. 



the p&rtloulcr oltuation* However, if the potty officer Idontifiea 
hlKseif with jaanegeraout , nor-iolly he will anwfor ouch a question as 
did fifty per cent of tho petty cfficor*? In this study-*»that ho should 
jraLk© tho deoioion hinsclf. It auot be ro;-'’oabored that thio left fifty 
per cent of thoao askod who felt otherwise, and those paonle probably 
do not identify thcaaoivoa with rsanaf^Cinont. Tho foilowin, question 
was anewored in the ciost favorable sionner in alsKJst all ceoes. If 
there is friction between two non-rstted acn in the divialon v-?hicli 
rnifjht lower the aorale or the otenderde of woxk, should the petty 
officer try to iron out tholr difficulties? N’inety'-four per cent of 
the potty officers indicated that they should always or usually iron 
out th-w difXiculiiee. 

The petty offlcera were askods To what oxtoi:t do you believe 
tho petty officers are a pert of tho rjanagoaont group of tho ’'.avy? It 
l» Intorcotinf^ that eighty-five par cent of then believed th<7- aro all 
definitely a part of issanagesient j thro® per coit boliovod that only chief 
petty offlcera aro a pax't of i£anagc.r.enit; five per cent believed that 
only a few of the petty officers arc a part of nanagenont; end covon for 
cent believed t>iat noao of the potty officers are part of iftanage..iont. 
They wero acir.cd noxtt To whet extent do you think an efiort io ajade by 
tho officorc to -^ake the petty officore feel tliey ero e part of tho 
ro&negjOtncnt of the Ilavy? Thirty-one per cent believed on honoat effort 
is nado to nako then fool they arc a part of managecientj twenty-two 
per cent indicated that oono off rt is nadoj; thirty-ftoven per cent in- 
dicated that very little effort ic nsdej and ten per cent indicated 
that no effort io aad© to oake the potty officers fool they are a part 
of C3anag;e'r,®nt* 



Horo wo hrvve aLno<»t all oi* th© petty ori'icore believin;^ they 
arc c part oX’ manage 'ont. Ilovfever, t’n® percentaj;os given abovts secjc to 
liHlicato t}jat about half of theeo pocpie believe that they are not ac- 
cepted eo a port of .-itanageaent by the mnage^nt Itoolfc Thlr. belief 
WRI3 confir4-',ed in the intorviewo conducted both in the pilot study and 
in who final study* Cu:h a situation cannot be conclucivo to good 
inanage«ont proctlcoe cn th© part of the petty ofXicerr • 

The patty officer* were aloo asked i Tc whet extent ia tho 
neccaeity for rulec and orders explained to you at tfie time they are 
ieoued to you for transmittal to your non-ratod rnon and for compliance? 
Also, to what extent ere the rules and ordsrt tho.ee Iveo explained to 
you at tlic tiij^o th©^'' ere Issued to you for tra 2 is.m.lttal to your iion- 
rmtod rcen and for conpllcnce? C'n both questions lees than fiX'ty per 
cent of tho petty officerc believed that an explanation was always given 
to them; about forty por cent believed that explanati jins were given 
oometisieej about fll^teen per cent believed tliat expianatlcne were aoldo-n 
given; and about six per cent believad that they wore never givon. If 
peoi'le are a part of raanogonont, they Eiust know tho rulea and should 
know tho resGoas for them if they are expected to cupport those rules 
©jici seo that others live up to them* 

it is r«co^ nized that not all ordero will be expleinod at thr 
time they ore given, and in av-l organisation it would not be deslreblo 
to do no* wrdcra oi irujor laportanco definitely a.iould be explained 
either at th« time they aro given or as «oon afterwards as is convenient. 
In order that the petty officers may thoroughly understand th«m ar*d 
have A loeling of participation in their estfiblich.ient* »-iinor orders 
properly given obviously need not bo explained, as r^aking such an 



explanntiort would leave no opportunity for initiative on tho part of 
tho potty officer and ;.oulc deprive him of tho foeliag of bolcn^ing to 
nianacoznent* Kereaftor, tnio ^Qtxnini^ of explanation of rules and orders 
will be U8«*i in thio study* 

ITi© atiswere tc all of theao queotionr tiiat have boon diecuoaodj 
except one, Jiavo indientod a wcakneac in the fcr-Tiul or^Duization ao wc 
liave defined it*^ Aa hae boen previoucly stated, we cannot expect the 
best practices of huctan rolationffl to bo used when the people who chould 
U5SC tiiera are in doubt about their status and whot the rulea mean and 
why they are neceseaary* 

It was beiioved that if the petty officers cenaidored thoc~ 
selves a part of the menager.ont of the navy, they ehould then kncFW where 
to find tho rules and ro£_;ulationo that pertained to them and to the 
people they wore supervising* Therefore, they were asked to liet the 
Kaval publications, books, orders, letters, at cetora, that tJioy con- 
sidered contfiin the* rules and regulations that govern tho potty officer 
on his job* They were also acked to indicate when they last read 
euch book, order or letter, aid when they had last discussed it 
with t>’Ose who work for them and are concerned with those rules* 

Thooo question® were called to the attention of the petty officers 
at th time the queotionnaireo wore handed out* Despite thie pre- 
caution, only forty-eight per cent of the petty officero vho parti- 
cipated in the study listed any publications. At the time the 
flusotionnairoo were rr-turn»d by the petty officers many were asked 
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why thoy hnd not anm^croOi tlwt part. fk)^e said they did not kncn*» 
any oach publicationn, whila othera said tJiey )iad failed to notice 
that pci^:© of the queationnairc,. It ie hoped that the letter caee 
wen- wore typical. There la probably not e noJi in the liavy who hao 
not at least heard of A’avy Rogulatioua, T’lan of the ')ay, and local 
L'tntlon Ordero, but it is interesting to note how few petty officers— 
wh<^ arc n part of ir*anixgenen1>»-*thoujrl>t of euch publications when 
as’red whore to find rule® that govern them. This would sesrti to 
indicate that th.ese een are not too familiar v;ith the base® for 
the rules that pert^din to them. It ic not implied that they ohoulcl 
learn everything^ in basic publicaticmn, but they eliould know about 
those parte that concern thea and wh.sre rules can b? found if they 
ahouid want to find. them. 

A complete listing of the books, letters, pomphlets and 
publications given by the petty officers grouped according to Uie 
rato of the potty oft'icer i® shown in Appendix Q. It is recognir.ed 
that each dopart'sont will have com© rules peculiar to that depart^contf 
however, there should be a nmber of basic rules coevmon to all people 
in the ''avy» tfQ such ccanon group of basic rules was cl-sown in the 
listing of publlCGtiona. The total list of publicritiono raontioned 
by the petty officero, together with the niirabor of times each pub- 



lication was mentioned, ia ohovm in Table Vlil. 
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ublictttlona listed by Cfficors nn iJontniainr; eeio ulos of the t*vy 
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IXiblication Llo ted .u.^bm' Ox <ernone Llgtin,, It 



A 



8 



C 



X 

K 



H 



0 

P 

H 



T 



A to H 

All Hands Fagacino 
Alnave 

Apprentice Seamn'a Manual 
Artificer's Book 

Artie loo for the Covorrunont of the Vavy 
Slue JfeCkot'e J manual 
Bulletin Board Kotlcos 
tJuFora liimual 

Bureau of Personnel Circular Letters 
Bureau of B. & A. .-lanual 
Co:miais 0 ary Bui lo tine 
Corenunication instruction 
Circular Letters 
Correspondenoo iianual 
Oours® Book® 

Courts and Boards 
Court Martial Orders 
Filing l-nnual 
r^eneral Crdere 

Instruction* for Recruiting J 5 orvioe 
(varicu®) 

Knight *0 Kodem Caaaenehip 

Xanual of s.aialificaticns for Advancement in Bate 
JJanuals 

Medical 'onuala and Books 
ksmoranda of Superior Officers 
'lavncta 

lavy Hegulettons 
Mavy Digest 

t'Jnvy D© par teen t Bulietine 
lUivy Travel Instructions 
Maval Training Bulletin 
Jilnth *laval District Hev^slotter 
Our *Javy (nagazino) 

P.K* 0 . Book 
Plsja of the Day 
rub . InforiT'or 

noquira ents for Petty Officers 
3 *B*A* F^ditor's Manual 
fteni- Annual Bulletins 
fitandard Stock Oatrtloguc 
Otevedoring and Rigging 
Tliaeo 

Training Ooursos and Bulletins 
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12 

6 

1 

1 

2 

1 

6 
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1 

6 

2 
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1 

1 

1 

2 
1 
1 
1 
1 
1 
2 
1 
1 
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2 
2 
1 
1 
5 
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1 

I 

5 



In listing these publicntlonc, th'? titles p;iven by tli® petty 
officers nre used in ths listing; mid only those publioetion® that ero 
cbvicusly til© ssjRo arc {rroupod together* It will be noted that no pub- 
licutiori* were aclectod by all of the petty oflh.cers, and i' ere was not 
even a group of publicationa that the nmjority teuvlcd to consider bade* 
It la interesting that All Hando taagazino and Cmt Invy Magasin® ero 

\ 

tljci^ght of as basic publications eliJioat a»re than )\’avy Reguiationo it- 
self* 

'tl5is oeeRs to be conclusive evidence thst th<a foroial orgsjiii- 
xatlon has failed to provide k:novled‘e of tlio policies, raise and 
prcceaureo by which wo expect the petty officers to govern thcnioelvoo 
end galJe thoce who are working for theta. It cannot be a ©tabiiijsing; 
or unifying situation, how do we know that thece petty officers are 
tryirjg to v^ork by the eane rules? 

The atto-apt to deter-tiln© when these publicaticns wore last 
studied and whcwi loot discucood with non-ratod aen ciuet be oonoidered 
a complete failure statistically. Fe^ of those who listed publications 
at ail j:.s.de any nention of the reading or discussion. Tlio few re'.r.rJco 
that w^r© made ranged fron ”often*’ to "never.” I'.o ufiablo infortaatlon 
was obtained fron: this part of the qucotlon, except th'it apparently th© 
publicatLcao are oc-ldo's reviewed artd practically never diccussod witli 
BuborcUnatee# 

Tho queationnaire has indicated evidence of failure to dis- 
cus? rulea with and explain thsei to the potty cfflcoro. In addition to 
thio evidence provided by the queationnaire, two exporisnees can bo 
cited to further support the bellwf thet fortial organization is not ac 
effective as it should bo a» a foundation for effective huiaan reletia.i©. 



when thi» study wac beln** planned, a group of coniaiesloned ofl’icor wae 
ecked during a convorr.ation If they believed rules should be discueaed 
with and explained their petty officers* The general opinion of 
the group waa that If the roen axo petty of il corn tliey are capable of 
reading;, oo Mhy le that necoaaary. If they can’t read, they should not 
be petty officers. It is not to be iaplicd that thin in trie universal 
attitude in the Havy, hut it nuot bo recognized that &t least one group 
felt tliat way. Such an attitude ccrteinly docs not help a nan feol 

ho ia ft part of wanogesent. 

ViiiB oa-i!© lack of Indoctrination of petty officers when rules 
arc established is also indicated by an undesirable practice wJdch the 
writer used oome years ago when serving In a light cruiser. The Gos- 
asanding 'officer established his rules and regulations Uirough published 
Captain’s Crders. At loact half of thece ordoro pertained to the en** 
listed ijaroonnel and should have been thoroui;hly undoratood and supported 
by theci. tach officer received a pereonal copy of all orders, ar4d copies 
were also posted on the bulletin board. The writer’s file was kept very 
neat and eboolutely coaiplete and carefully filed In e drawer in his rooa. 
The pstty officero were expected to got the word frora tii« bulletin board 
and actively support the rules and regulations so publlRheJ. Actually, 
they ahould read bulletin boards, but like isost huavxn beings they did 
not rand them too carefully. Therefore, j^ny incidents occurred where 
non-rated and rated tnen violated the rules and found theaaclvoo in 
trouble. The only thitig for the division officer to do wae to ask, 
’’Didn't you read the bulletin board?” Klien we consider the facts, thle 
is certainly a pot/r excuse—- poor hursen roiations. How much better it 
would have been had the file been used to teach the petty officers what 



vaa ©xpcctod cf thesn, Thio oituation w»b truo of not only the v;ritor*8 
division » About the oesne conditione eTtrloted in each division on tho 
chip, and about the sarae nussber of men fron each division were on report# 
The results obtolned froK the anewere to tiic queotionc used in 
this otvdy did not prove ao e 5 ca^ 5 i:eretod as had been e>:pected» It X‘^ft6 
expected that tho difference in opinlona would be oven more pronounced 
than this etudy revealed* Probably bettor recults v/ould bo obtained 
from queetiono prepared by experts# Another itom that {jrobably wookoned 
the rerjults was the fact that ticie did not penait re~doin|s t>!o exporinent 
when r.istnkes were diocovored# Porhape the aaaplinr^ of attitudes on a 
ship, or ctution other tlian a training; center, would indicate v/idor 
variation of attitudes* 



Tho Int©rvi«vfo 



Art'sr tho first group of p«tty officers had completed tho 
quostiormairo, they all participated in a discussion of the attltu-loa 
and opinion® of tho group* Cthor potty officere were aslcod about their 
attitudes end opiniono as time end conditions pernittod* rrobably loea 
thoji one-half of tho potty officero participating in tho study were in- 
tein/iewodj novartholeoa, ooa;o intorootlng opinions wore expreeaed* 

fno potty officers Interviewed in both tho pilot study and in 
thio final study were most cooperative and seemed suixious to talk about 
their problene* In both atudioB they inssiodiatoly guided tho converea- 
tion to relationship existing between the petty officors and the 
coKMioolonod officero* Interestingly enough, the attitudes of the 
potty officero in the two groups were ©xprossed in almost tho bc^o 
raaiiner* 

Tho convercation was ununlly opened by asking; tho petty offi- 
cers if they thought they had any problems in the relationehipo that 
oxietod between them and the non-rated aen. In olnoet every case they 
answered, "Our min problem le trying to got t'eatod lik© potty officers; 
wo con get along with the sjon, but tho officers can’t see ua*" At 
first an attempt wae oad© to return the conversation to the rclaticncliip 
exiatin? between tho petty officero snd the non-rated nen, but each tine 
it was returned to tlio potty officer-officer relationeliip, oo it was 

decided to lot then express thcnsolveo in thio area* 

A few etato onto eeoned to suaoarize Uieir dlacusoions and 
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these wore written down during the intorviewai 

!• '’If MO could got the baching of the officorc, then wo 
could roally be petty officer.'’ 

2. ”If we could really bolieve and feel that the ofl’icere 
respected us and tru&ted ue— 

5* "If wo could know that tho officcre had confidence in 
us and depended on ue— 

4 , "The flat hat doesn’t ar::ount to a thing in thio Javy.” 

5. "The !!avy is juot for the? officers— it *c an officero’ i.avy." 

It io ourprising hew frequently petty offiooro said, "If only 

the officern would treat, us a® they would like to be treated if they 
were in our position." 

After hearing theco and aijatlar atate.^icnts r.any tiwe:^, it be- 
OS'!.® evident that tho petty offlcere wore Indicating a feeling of inse- 
curity and a lack of the feeling of belo.nj^ing to the outfit, ferhape 
eor.e of these petty officers woro not worthy of confidonce due to lack 
of tGcbnicni training or to past perfoi^anco^ but after hecring oiiiilar 
ronarks fro”* 'ner\y different people it soono impoesibi© that they are all 
unworthy o confidence and truet. 

Such ftttitudos as those ©xproaeed above do not perait tho 
potty officer to bo effective no a port of Konageuent. He rauat feel 
tl'ftt ho io trusted, depended upon, and that ho is a part of the !«anagec.(rt 
with authority and responsibility. 

The officers were also ackod if they thou ht a conforenen 

of potty oftlcore held at freeuont intervale night help their situatior. 
It was eogyestsd that at those conference their co-mon problesie isighi be 
diecuooed and perhaps solutions found. The petty officoro doubted th^t 
thio would be effective duo to their belief that tl'iv officero did not 
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back ti'.c’J up, truot them, or have confidence in thorn. After ccxao diecu»- 
* oion, the. variouB petty officero wero of the opinion that etch a procedure 
raij^t help. f)0!ne definite results would have to be o>ioK.n to keep up Vyo 
intercot v^. tJio participantc, and they would definitely }iava to be sold 
on the idea* 

r.everal of the potty offlccrB did indicate t]".Rt they hod par- 
ticipated in inl'oriTial diacusoioas with their eliipi^iatec in w’nich they had 
tallied over oot.« of thoir Individual problens. Tiioy said that tlie con- 
fei'onct® had never had official sanction and they had diocussed only 
minor problor.o currently of interest to the two or three precerit, but 
that the diocusoinns oee.'sod to Have helped them haiidle tho situation 
when it come up the next tiiae. 

About one-half of the non-reted men who participoted in the 
study wore interviewed. ?1 m»oo interviews were with either groups of 
from two to four or with individuals alone. Tho men talked freely of 
thoir opinions end coov’sed anxious to give their idoac and ouggeotione. 

Borne of the typical opinions that v/ore expreseod wero written down 
during the intorvieifo and are given hero es nearly like the original 
otatoment as poosiblc* 

1. If petty officers would help you out a little more— 

^uet explain things better. 

2. If petty officero ^»ould forget that they' }iad rates 
and chip in once in a while. 

5* They should act the sar.o as non-rated men— they take 
their raton too oeriouoly. 

4. If th* y would treat tJie non-rated ^an ao they would 
like to be treated themselves . 

5. 1^0 petty oyficcra \<ili let the important things go 
by and pick on you for th® small things. 

6. It would bo better if petty officero could got along 
bettor with each other— less rivalry. 
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7* -etty officero oxpact you to know a job and don’t explain 
it or seen to oaro whothsr you know how to do it or not* 

8* The thiird class t>etty ofYicors let thoir ratoe gc to their 
lioftds cc of ten— they uao excooslvc boosing around* 

9* .Hj/ieti.nco tJie firct olasn patty oft'icoro arc too anxious 
to smke chief and really get bosoy. tills snay be a natural 
trait but I don’t like it* 

10* riie patty officer should aak you to do oo*a«tnit% before he 
orders you to do it* 

A group of three who had been in eubmrlnes offered t\,*3 follow- 
ing* ‘’In nubs you have good hurmn relatione— averyon© is wiliin^ to 
help you out, and if he isn’t willing to help the other fallow ho gets 
off til© ship. Tour petty officers are alwoy® anxious to be told about 
what is wronr and they do sonjetJiing about it*" 

Aa hiao been explained previously, due to the difficulty of 
uslm; station personnel, arrange- ' ants were }»^do to interview tho non.- 
rated men who were r sporting to the Service School Co.n*ncind from th® 
floet* In th.e lnt©z*viewB an effort was made to co*» pure the ensworo 
given by *:>ie roup who had just returned from sea duty v^ith thoeo of 
the station non-rat«d men. There were a fe\i differcncos of opinlone 
that were interoeting and may indicate further the desirability of con- 
ducting this oxporiiaent ucing chipboard personnel. 

Tho group juot returning from sea indicated that it wao pou- 
olblo tc give reprimands in aucli a monnsr that you would fcol more 
enthuoiantic after tho reprimand than before. ’lowever, tiisy stated 
almoot unanirafjuely th-t it wa« seldonj done that way. The otatlon non- 
re tod man rroup was split al’ioet equally, on« half Invlicating that 
raorim&nda co dd he given in thin manner wMlc th© other half indicated 
t}iat they could not be given In thie manner* 



^Iic ship group thou'b.t it wae not noceoaary to saio a hah ad -it 
a mictaka to got him to inprovo, whilo the etation group was divided 
equal ly on this point. The ship group thou'’}»t t5iat tho causa of too 
few qu'^ctio'ia vfhile rion-rated rpen are being instructed by their petty 
officor® wan the fact th'it they had not been pf»y ing attention; the 
station group felt that they did not renllra thcLr need for the inctruc-- 
tion. (>io holf of the ship group indicated that the natty officers 
gave thoT credit for thoir euggaations, while the other lialf thought 
that the potty officers did not give thora credit for curgasticne they 
made. ITic station group indicated thet credit ie always or usuislly 
given for Buggeotiono* These latter points may denonatrete the fact 
thnt the afcstion non-rated raen were doing petty officer tnske. Tr.e ship 
group said potty officer# did not consider how a job 'night effect a *%on 
before assigning It to hin, while the station group usually indicated 
that the petty officers did ooriolder this fact. The ship group thougJit 
that the reaoons for reprlraande were explained leso frequently than did 
" the station group; also, the chip group alsioot uruaniaiourly believed 
that petty officers would rather criticise a non-rateci ann than proiee 
bin, while sixty per cent of the station group believed that petty 
ofricera would rather praice than criticise the non-rsted ujon. 

It will ha noted that siany of those oxa .plea Indicote a dif- 
farence between the vien returning frcnii sea and those who had been on 
duty at th» station for eoise tine vhero they wore doinc work eijtilar to 
that of petty officere. 7hi« indicatec th’ t the attitudes and opiiUon* 

cf the men are influenced hy thoir work and aurroundin-’^a. 

These interviews pointed to arcae where attitudes and 

opinions differed botweon the rson-ratod taan and tlio potty officer. In 



oor:io ca^ef\, Use nen became quite oraphatic about their opinions and oven 
Booiiod to rovoree tho answers given on the questionnaire. This may have 
boor: due to the wording of the questions, or porhapo the QLWJatlona were 
not carefully road when they wore being anm^ored. As a -.diole, the in- 
terviews eeeniec! to indicate a greater difference of attitudee and opin- 
ions botw©er\ the aon-ratod men and th© petty officer© tlmn did tho 
questionnaires » 

r>oth the questiono and tha interviews have Indicated a dif- 
ference of opinion nnd attitude between the two groups being ©tudiod. 

It ia not believed that this diffsrenc© In attitude and opinion indicate 
a fault of any one station or ©hip, and it le not intended to criticise 
the Dtationo on which tho studies were raadc. It is believed that tile 
cits»ation is coctnon throughout the iievy, and in one that needs pro;apt 
and vigorous attention. 



Th» rropoocd :ion 



T!io rooulto of thla ot .dy have ahcwn how offectivo liu'ann re- 
latione are beinc Impeded at tho petty officer non-rated ^4l>n levol in 
the Mavy* It Jiae eleo been shown that there le need for training in 
tho practice of good hu?Tsan relations on tho part of the petty officers 
in the ftovy. Having recof^l»ed the ax'eao in which corrections aro needed, 
it is now necBcaary to propooe a way of correcting the deficiencioe. 

irobably Uie aost reaoonable way to ccloct a program is to 
deterraine first what is desired of the program; next, what means are 
available for accompli ohing this; and then to select the .aost likely 
program. 

It is doelred to improve tho conditions effecting good hiuian 
relations} in the Havy end to show tho petty officers how to practice 
huiian rolations laoro cuccoaofully. To do thla we must know what hujan 
relstionfl concern a petty officor, and thio in turn r.uc-t av/ait -.now- 
ing vfhat a petty officer does end is. Perhaps you may fe.il that thic ia 
now a v/osts of ycur time, lor you have worked with petty offlcorc all 

tyxese years and you certainly know what one i«; hut wait and concldor it 

In thio manner, Aiiy mraber of definitions could be given lor a petty 
officer, anti perhaps this one will ha acoop'„abij: to all; ”A peroon 
respormible for work."^ TJiis is too general tc tell us much about the 

petty officer os far as what we sljould expect of him and to provide a 
help In detoraining what wo can teach hiw regarding haxan rolotiono, 
but that ao( 5 K}f’ to b© as far as a lot of ua conoider tho potty officer, 

Tlic petty officor 'a pooltlon in tho l^avy is about the oa.io ac th poci- 
tlon of tho foreman in industry, A forenain'a creed iiaa been written 

whlcli liatc r^st of the qualltios tnat are expected of the potty officer, 

and therefore we can use it as an analyois of that group of people, 

^ Training for .Suporviaioa in induotry, George M, Forn, p, 7* 



5D 



r‘oroirsan’9 Guld« mul Croed^ 

1* Understan'^ and carry out all company policioo and 
prooeduras* 

2, .uiow where the work for which I am roaponaiblo atnndo 
at all tinec* 

5» 0« constantly alert to eee that qu«llt 5 ^ standard e are 

.’iaint,iiined end nothodo improved* 

k* Go out of njy way to help others* 

0 

li. Je» that the person above rae in euporviolon lino is 
inforised ca to what goes on ond check with him if 
I in doubt* 

6. .loop an open mind on ideas, aethedo, people and problems* 

7* 3tand on ®y own feet and not pass tho buck. 

5. Pol lev up ray Inatructiono to ceo they arc carried out* 

9« Develop and build those under ao so that i shall 
alweye have an understudy. 

10* .e©t each day'B problosas cheerfully, v?lth patience, 
persletcnce, reaoonablar»oa8 and understcmding. 

11. i’akc n perconal interest in those who work for me, 
mnkln.-, a friendly contact nt least once s day* 

IP. hxplnin all company programs and policies to those 
who work for me. 

15 . -fOt and keep the confidence of those who wore for mo 
so they will alvfoys feel free to C'mo to with 
their probl«!50 or laioander standings. 

14. Flay no favorites* 

15. Get all the facts and not jump at conclucions. 

16 * Give full credit to others when it is deaerved* 

17* over discipline a person in front of othtiro* 

IG, .'{j 11 quality c* work.»43Lueiiip and safety ovsr^’ day. 

19* '.wvsr pro list things I can’t deliver. 

^0. Tr^at the other follow the way I should like to he 
treated in his pi ace* 

calc of ■•anegc^ont and labor, L. heemiond, talk bofora '/nitioft 
'corporation, arviy, liilnoie, 'ovn her 7# 19 ^^ 7 * 



Triis oreeci wao written for induotry, but wo can subotitute 
^»aval t©r^® for thoce ueod in industry and th® lint^ if followed exactly, 
would provide a petty officer who would be juat about wJiat thie etudy 
iridlcatoe io deeirod. In fact, unleeo every level in the cl.ein of 
euporviftion etrlves to taeot thie creed there will be little chance of 
developing it in the lender levels* 

;k> far we have eeon what we desire to cro^te in our petty 
officero through eomie training prograa, but there in another aide to 
the question. Little can bo ecco.nplishod toward obtaining wiiet hu 
de^’iro if we do not consider whnt factors affect the potty officer, 
and what Rt deelree* 

“)r. A. 0. Van Huson, Aoeociate Professor of i’cychology, 
Morthwestem University, in his lecture to a seninar on personnel psy- 
chology on K»y 19 f said that all people are strivlnf to natiafV 

thsir phyolological and psychological needs* The psychological needa 
are oap^cinlly inportant in everydey odjuat-nent and conoict prinserily 
ofi (1) The need for a feeling of security, a»id (P) The need for s 
feeling of adequacy and independence.^ "ecurity eibraceo (1) affectio v, 
(2) response, (J) boXoagingness, end ( 4 ) sensory gratificstion. Ade- 
quacy Includes (1) o.ohioveoent and (?) recognition of acco:npli8>v.«nv* 

All of these factors aiust bn kept in balance or a person will bocojao 
unstable* Also, all of these factors are important and are considered 
noro or lens by all persoria who do personnel work? however, for our 
purpoeo let ua conoider the aecurlty needc of the petty officer, par- 
ticularly reoponfio and holonyl'-ifnecc, to make sure th- t our traininj^ 



^ rcrcor^aX froblesia of hv?ryday J-ife , Travis arid Baruch, pp. 64 and 75 



prograo covero the- adewuaioly* 

ubor4inat-^c are de- unon th«sir aup«;rlor for the satio- 
1‘fCiloo of t^jalr neado.^ Tries© need© Incliide the job, the sen'© rate, 
his r* ononsibilltie’s, prestige, and a host of oth->r perp.Ciial and oocial 
eatlniacticia to b© obtained In a work aitu^ition. 7hla is true- of the 
petty officer a« well ae of the supervisor in industry. subordlnoite 

will stru. le to protect hireelf agalnot real or insu threat© to 
the GfttlsfncUan of hin n«ed« in the wore eltu' tion. Before euberdin- 
ot©*» can belt 'VO th«t it is possible to natisfy their watito in th»' 
v.or.i "Itu-tior., they nuet acquire g cor-vlocinj.^ oenDO of ceciu’ity in 
their tent r •lationchipa to their cu’oriors. T?iare ar» three 

acf^octo of the cuiiordinatc-cuperior rolstlo-ja^iip— at ary level of the 
orga^dzation— *..d\cC)t affect e oecority oi the cubordinates (1) 

at«oephere of approval* Thj.o atjoept'ero is revealed not by Vi^at the 
'’Uroriar does but by the nannor in vi'ich be does it, end by hio urKlor- 
lying attitudo toward hlc Dubnrdlnntoa. s,t ii r»lotiv«sly Indepondent 
of V‘G strict*ws*» oi V^o runericr’'* discipline, or atend»r«la of 
p^rfor ti ’sjo v^ lch he deaand^* {^ ) '"he second re'.aire ent ior U'-e 
ouV'rdinate’e snciirity ia t*e sruct rnow »«hot is expected 

oi 'ii»- . t*‘**n/loe he may I ro wit> the i?ati«»f action of hie nin 

need©. ’*>«re era scvorel kind** o* e woic?- euhordinote re- 

quire© » 

a. noyl*f(h,& o* ov-rnil co. p-ny policy onJ -«cra, e o.it 
prllooop'iy. 

b. 'aowl^d'.o i.i‘ >rocei ur«t, ruloo end r-. ulationo. 

^ escUtionr o* "f rotlvv le<»h»rn i ji 1 t> - t«'-haAi.rirl ^ r,t'’-'dratio a, 

'ou lar. c r*' r. ’ l»y . • c«-lett, 7* 
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5'nowledro of rocalro'cn^o of tho eubordlntute's own 
job* Mo dutieo, ronpo'islbiiitioo oad place in tho 
organization* 

•'ncwlcdg© of the personal paouliarltiee of t'u nab- 
ordlnato’o iomediato eui-'orior* 

.•'.nowled^^o by the aubordinat# of the cujx.rior’e 
opinion of hio p«rfor.*)ar»oe. 

A«1 ver.ee knowledjc of cimngeo ths*! Hoy affect the 
subordinate* 

*(3) 7h© third req,uir«3eient for tho eubordinoU^ *n sacurlty in hie roln- 

tionchip of dorrridenoa on hto ouporiorc is t|j>' t of consistent diaoipli''©* 

I 

This lany te,k» tl<e forsa of positive support for aotioaa aa well 

S3 criticiern an.^ punieH'.ient or "wrong” ones* Tlie eubordiriatc, in erder 
to b^* aocure, reqMrae conciote it dloolplino ia bath caooe*^ 

TJie preceding peragrenha hove Indicated what ic desired in tho 
potty officer, und nono of tho things the potty officer will rieod £*or 
hliRoelf* Is it posolbio to obtain a cotabirmtion of thes'' deeiroe no 

1 

that both portion will benefit? J, J* _vano, Jr., ]iuB lictod five stops 

) 

to be t» <•'■> i:i providing ©oseitial «-ip«rvieory training which n»y be 
'i 

h'lpful in arrersfing such a combination* Tliey are* 

I 

I* r*e eaeured every oapervloor io cognisant of hio 
roenonsibllitlos and authority**- 

2, Her© o clear undsrotandir^s: of working relationships 
with subordinatec an'’ tho«e on the n&'tm level of 
euperviflion* 

"xivclop nwapuring nediu'-.e. 

I 4* freparstJ'ry training and current tralMng* 

5* Hanncd contacts with the variouo aeabero of tVt« 
organ! s» tlon • 5 




^ Oondi^icne of •ffoctlve Loaderghi* in t!i*' ini-uctrirl v rgnni*iatiO'^'., 

. ?«vtgian ...cCre^or* 'Ulited by » ionlctt, u^eca Feclv oro in rianage- 
ment, pp* 40«4<^. 

JjJ 

-'Or difiCu'’Clon of delccr*ticn oi eu*hcritj and re? ponaibillty, sen Tl^e 
'■cionce of ^roduotlon . r ,n.niy . ntivn , . • rrKl 8 r''o»'\ «. . . clwe^inin,,, 

p« 21<^, and The i riacii'ioR of (‘rganiz« tioti, J . * oorxay and C» 

I I'ftily, p* 55* 

I A ire ran for rnrnonn- 1 .a.ka dfitiati r , J . ». vu.. , jr,, ;/ 



Mr* connid.oro the firwi thro® the foundetion oi tho 

profrarti or pereonnol ftdrdnistratlon# 

If we are to bo succosefal in ooinbininf the desires of the 
})etty officer with what w» desire of him, it will bo necoca&r/ to profit 
by the »aiat«i'<es aead® in the post and to try to correct the errore that 
wo have discovered* 

m have aeon, that Die foundation of huiien relnticno within 
the ..nvel eHtobliehrent Iwis Kea.cnepsec. One o> the weak opotc wc dir- 
C(?vor*d vmn in the or{:{mir.atlor. That of its: If does not \Qvn 

that the entire for.-ml ration Iti The levels of per; cnr.cl, 

the for:s?il orders, inotructlons, cwponsatlonu, eyete^-C, policist?, rulac, 
end re£;ulationo are all well defined ond nicely r>ropar© % J'cwevor, our 
Lnvectl nation, hr.s s^^own that there is a wooicnona in the prenwnt'jtion of 
thoee partfi of the forrnal orgcjiisatlon to the lov^rr levale cf Bup«i*visio.,. 
•'© eavr that the petty office’*e did not believe th^’t they were accepted 
as ® part of raena^onent, and v;e also onw tlist tht^ bed no camon notion 
or opinion ebnut the foundation for tivs rules mtd re'jrulstiono under 
which they operate* It was also noted that on eore cuestio 'c t'v«re vrac 
not a common opinion which indicated the teaching' of e cojot^jh policy to 
,th« entire group* Tliis, then, is one of tlic areao in which we Duct 
Qtrcn;;thon the foundation, whlc'i in tuni ehould increase th«* f#«li.*ig cf 
Sf'Curity (belon'ln^^nesa and grati.fi cotton) and ade'iuacy for the potty 
fficer* 

Pirr.t, it sseK" loficnl to nhew the potty officer w>;ere ths 
rule** be found cO'! ive bin n wor^cing acquai, stance with th«o. This 
do««' aot re«en that hs '*hould bo a walking law hoo'c, for jnany cf tho 



ruieo do oct concern hi#;** fo should h«v» only n fou»^>tl\n for the 
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riAleo that concern 111*3 sntl thoee who vor'j for hiaa, vhich includoo ary 
r»«n he my direct. It io not neceaoary to motorize a lot oi’ rui- c, 
but If he diccupooa thee froquontiy and ooee why and how tliey apply to 
him, they will soon becoTrC a livinK i« s*t of t:ie patty officer and h« 
will have no trouble enforclnf, then. ”0no writer ha* wieely pointed 
out U^at for opocifie purpeoeo to be ft.dly oppreh-i-nded one raunt Iiave 
a r.hai-e In cr .atin,'* and acceptln,^; thesa ac well as in devi'-irsp- ways 
end cieanc of reellKln,r H'Jiiy not t^.ivo tho potty officer at leaot 

a chnneo to accept the ruleo and deviao v/eys of realiaslrig Uim? Obvi- 
ously, it id n^t nuc;^/«ffited that a coOTittec of potty ofllcera b» ftrrart..cd 
to mko Ui« ruloc. Tlda acceptance of thf. rulee a^jd unvioretandinj. why 
tJiey cro in exintenco iPidoubtcdly will increa*ie tl)c foelln^, of 
inj^noEs that io eo neceseary. 

ifi have ooen tht.t It is necooaary for the petty officer to 
know hia authority and roeponolbllity, yet we have soon that e few of 
the potty offlcero thou hi it would bo doeirobl^i tht,t they be in doubt 
on t^’®eo c’ubjectc. Therefore, it eeewe desirable that next wo improve 
hie iriderfttft.o,ci,nj, of hia re*' pond bill t;/ end authority by y.lvin, him 
the backinf end foiling of confidence he deeervee. Thie, of course, 
id a factor th^st flc«ss down fron the top, end the troinirv’ in thcoo 
quaiitiea nuot be done at tbo top. 

It hoc been rAoniioned that the favy hso policies, end we 
have iridlcftted tlujit the petty officor chould have a char© in their 
roalir.ation* it is also Juat as important that ell the petty officers 
have a consion under stood ini’; of these policies no t?ir.t they will hov© 
coaz.an opinions on quection tlv'.t involve those policies. This will 

I 

'■ju-san aturc and .ermfie -cnt , „rdw»y fool, p. b'kj. 



61 



help r>r )vido h iinitj, v/.lthin t>o nervlc , eapccioUy in the lcw*?r 
levels, th:t seoms nov, to be locr than io desired* nr* Tead has wr.«.ttn, 
"TL-v true rseane of influonciji^;; others lie in the direction of foeterin 
conJitione in which people I'l end throuf)) their own inner desires cc. e \ 
to ©eok reaultc which tlje leader also decireo."^ Ti'sia can be ac- 
cotapiishwd by rs.eciis of a *’tiorn3anont underlying; enthusiaers which dees 

/ 

not have to ba conotanily fed witls new OKcit«'-.cnt ani. induce, ont©."** / 

It is necessary to know* 

T^-^at ! 2 c>:abore of the orf'cnixetion i (1) s'ncw »:het its 
purpessp are, (i") »'ind tl'icc© piiTpoaec coo^^cnlai to thoaoelvee, 
and therofore, (5) Find the«it5»lva© willin. Rnd r*. cr to ©spouro 
thaso purpo'-'oe ae their own and ceok to rcalir.e theia so » 
natural ful '11 Ir’cnt oi tholr own portK ••>»1 8®*'.ae of colf- 
realisetio ^ and eelf-oatiofnctiori**'? 

rhls Icado ua to the ot/ser fou^vdwtieny of hu-sarj rai*? tioos-- the 
attltud •&, ee:timvn‘’G and oplnicna c, thi, indi/ldual* W# have cecn t. ot 
V ore WQ6’ com© disat'.recaent in t?'sce eroac bet^oon potty offlcera 
a 'd the noi-ratei ric.n* I'ut wh»at can wc do about thee/. It 2 &y be da«lr~ 

abl t.. c'iiii^c oo.ao of thesi or »t lo«ist to teach the petty officer how 

to U£.« tb. -ct that h«.‘ .in.i". then talki-.v, about sttltudes, 

a.4u opi l wc ar® getiii clc«® to vhat 80 .«so poopl«f Cill nature, 

sL'id tr«' © io a widespree. ) feeli \ thtt huiftn ncture cannot b"; ch&h.el. 

, ./A 5, t”*’i« depenJeat ui on the deflnitlo.* of haxen nature, tf husaji 
neture ne&**n n- undorlyln. inborn trnito pre.'eut in the hirvir. nervouo 
ay**tfc , ’i i' cpparwitly doon not cnan. . 0 } bovrever, if Jiusen nature rwfwrs 
to the oc'.iuLrod cbar^ctoriatic? ao tJwsy nre eyhiuited i:i conduct, tlmn 
t>>e«’ff c*n bw clan.'od*^ 

I 

'urcan rlnture ond . anop-e ent , Ordway ‘ e«' , pp* 4 sn 0* 

^Ibl'K 

5ibid* 

^Ubld, p. IKC, 
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It ohculd bo ono of our nurpoaoe In toochlng tiio petty officer to 
point out tho veriou* traito and help him develop nblllty to eeleet tboee 

tliat can bo chongod apeedily enough to bo useful, eixl to recogniee those 
thot cannot be changed, or had beet not bo changed, 'rnen. we should show 
him how to u&ke uae of thee© troita or opinions and attitude© »o Uint 
they will cause the loact conflict In the organiKction, 

11110 study has laentloned one other foundation of hu^an relations, 
the in omsl orgoniratlon. This ooncernR the srnell groups, Uio coffee 
:aoas, the friends w>k) go aohoro toget)\ei*, ot cetera. Hie ireabero of 
tliooo groupa obtain otatue within the group which of Itaolf becomes very 
inpertant to tho indlviduel. T>iio fact should not bo overlooked by Uio 
petty officer, and perhaps ho can be shown how to use this to 

hlo own advantage and to the plcaeure and eatlcfftctlon of the mesdiorQ of 
tho inforical group# 

This diccuasion aay eeea to be euch ado about a subject that 
haa Boomed rather unloportont and oclf-oolvl!-ig to many of us. Therefor®, 
it la desirable to eea how important others consider It before wo look at 
poBBlblo solutions# Hero are a few st&ter.ents that have been Psdet 

To the workmen under liina, tho foreaa.i is frequently the 
eole effective Interprstor of fsrismgwsent. c-o natter hew wioo 
tho piano and good tho intontlone of oanagofsont, tlicy are of 
little avail if they arc not well wnderetocid and wisely appliod 
by the foremen# Bmployers hove become Incroaoingly aware of 
tlie fact that an untroinod fore.r.an, uninfonasd ns to his cora- 
puny’s attitude In dealing with labor, ie lihoXy to fit poorly 
into tho tense aitusitlon often found in reoctit years# ^ 

Ixperieuco ahowo t^i- t tiie capacity to handle people is 
priKiary a»ong a cupervisor’e qualifications# As a sab-lendor, 
he liiXi need to collaborate with ethers who cxorcioe various 
functions and operato on various level d. in direct lire rc- 
lationehipo he will need an objective attitude toward the 



^ Rraploye Training , Oorsnittoe on F.ducetion, T)ie whicago As’ooistion 
of voasraerce, p# 21 # 



v/holo prooeao of taking; ond giving order© ec well as 
twv.’fird collebo ratio,, %iith otbor oupei’viaorc on hlo 
own levoX. >k>r«ov®r, apecial akill will b« requlr'*d 
If he ic to avail hi«..ewlf to th® full of all that 
veriouo staff experts have to glve.^ 

Conoiderod froc. tho otondpoint of its otabllity 
end proapocta for porcanecit earning capacity, an Ar**ri~ 
can buGlneoa corporation is today as strong as its 
huan orgoniration and no etronger* It ie not eufficifcr.t 
that tho organisation e’nall consist fr<xa t<?p to bottoiii 
of employes who aro sjerely capable* Tlie nature of their 
lndividi«al abilltieo xrAxnt bo otiidied and analysed oo 
that each ■Knploye may bo used on the kind of work which 
ho can do beat» Channels c:’ edvancorsent must bo kept 
open» rroaictiono met be nad« upon the bucis of d^.on- 
strated m.erit. Opportunities for oucli training as will 
develop ccch individual %o the limit of hl« capacity 
must be open upon equal terms to all* Finally, the 
component parts of the oi'gardsation atuci be welded to- 
gether into a ssioothiy woridrig, harmonious unit. 

These rosuXto will not vrork themaelvec out epon- 
taneouely* Tin^ require the cam© eorlouo attention and 
intollifont planning on the part of c^nogo/ieit a© ic 
given to any other type of business probl^. indeed, 
ti}S^ offer t^'O moat complex tu all problo'^o, for hunan 
nature ie & variable which will not ”ctcy put,** ee will 
isjitoriftl end tliiiii^s* It is cub j act to Doode and capricen, 
ethodo that are eucceaeful in one buaineon cannot be 
trf-oe pi anted without modifiC: tion to onoUier, rjor con 
ciituatione ir. the CR-ac bucinoGs be met in exactly the 
©nme v.e^' toiaorrow that proved eatirfectory today , All 
this msane Uiat rxrndsunantal principles are involved, 
rather than npccisl tcohniquo, and thjtt tJ'ie porecmel 
and labor probienc of Industry require unremitting atton- 
tion on tho part of men wXio underctnnd hu.4in psychology 
and ar# free from the handicap of clooad mindo or pet 
thaorier*^ 



. . , • Problt* -0 Involve 3 in the effective ciaaa,,«mont 
oi human relations in industry cannot b'' solved without 
eone knowledge of what is roing on in the worker's mind* 

:.othinf. can b« Pioro fatal to the bect-concoiv®d ploao 
of TOsmagoment for the sklllJul handling of induotrlal re- 
lotions than to bass a program upon the aocupcption that, 
aianogerent thinks, so will tho employe inevitably tJiink 
if only he Is In poaGnoaioa of the eome facta. Tlioro is 
t.oo much difieronco in thoir bnck^^rotinde of <? zporienco 



reroonnol Adnini otretlon, aul ore and . ^'oro, ’ • 147* 

Personnel imd Labor Froblamo in the r-rc'tity., industry , Artliur A. 
pp. 5 end 4. 
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and inh€>rited vlev, 'points tor thir to be poeelble. 
^econnislti . thiB I'uct, Ci.ip}.oyero will realize Umt 
they whecoelvoR have ooaothins* to learn e/id Uiet 
a'llcablo relatione can be achieved only by approech- 
In*' every isfjue with an open njind and in the cpirit 
of conprordoe.^ 

>r. Itenry Ford, II, ha a aaidt 

Cno of our biggest ami certainly one of our moat 
^obo for the future in to make all 1>0,0CX) 
Ford tnen end women ©floctive t®om players, to a far 
greater de^^ree tlmn they have been in the pest* Tiiere 
nro many phaeoa to this job but tJie heart of our prob- 
lem can be stated very simply i it is to |^et each man 
in our organization to treat the men he works with an 
ho would like to be treated hinsolfa^ 



All of these ror^arkp cora''ir® the fact that Uie problem lo 
an i'^portant on«» Its importance In furt> or i idicatod by th© opinions 
ejtprcocod In various lidustrlen vlr.lted by the writer durin." the pact 
year. Ail of the compeniop visited had ron- form o RUi.orvisors 



tralnimj; pro^ror. 

There are aeveral types? of training flEethods available for 
providin auoervlaor inistructlon. Thoy have been ccnveiiiently ru. - 
<ari2ed as ahown on the following table, together with the aethod 
uno'l in each type and the principal advantages and d laad vantages t 
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. erc.onnel a id Labor Froble'’..« in the fiiskin; Industry** , Arthur !i. Carver, 
p. 15» 

nry yord II "penka fAit j Toas I.illoy, in ‘The Atlantic .-.onthly, 

"ocenbor, 19^7 • 
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Typoo of 



Training; 


Kothod Used 


mssible Advantai^es 


Poosible pi ssdvantAf ®t 


1. 

taff 

Heating 


Inforr.stion 
or Instruc- 
tion from a 
©uporvi »or. 
Talks by 
experts. 


Carrico weight of 
authority. 

Caves time. 


'■.ioundorstanding* 

Little di ecus cion. 

Little likelihood of oppo- 
oition. 

Ko oonctructivc thinking. 
’!ai:eo superior occountatio 
if vii«t»kcs occur. 

"oo rtany topic c conaidered. 


2. 

Locturv-f 


G^it^ide 
lector ere 
witJ'. or 
witliout 
diBcaesion. 


Furnish reliable ia- 
fonrjation. 

"u'iher In r 2 *oup un- 
lirdted. 


''a se ae above. 

May be over hoade of 
lietcnerc. 

Outsider ignorant of local 
prcblei’ia. 

Lack of continuity if not 
by m<^o ir-an. 


i'rintod 

Hatter 


Reading of 
texts or 
refercACoa. 
Gorrenpond- 
ence oiudy. 


Studying can be done 
no dec! red. 

Does not involve or- 
ganising a group* 
inforKstloa teotricta.1 
to pertinent fee to. 


Require® great pornoverunce. 
Fev/ pereono aboorb or co - 
pi eta it. 

Lncka siinulu'j of • roue 
contacts. 

Lftcko interpretation of 
tenc’ior. 


4. 

Individ- 

ual 

Coaching 


rersonal 
inotructlon 
by ouper- 
vifjor. 


Conveys Buporvinor’e 
ovm idoao. 

Gliance to try out 
under suporvlcor. 

Less mieunderctondir^;. 


Takes infinite tiwe— too 
ulow. 

Reotrlcted largely to train- 
ing in ^.ov^ ckills* 

Superior isay bo unable to 
teach effectivoly. 



i 



0* Croup dlfi- 'Opportunity for ox- 

Infonssii cuesion of preecinjr; difforent 

experience points of vlew« 
and opinions /iOtive participation 
sticuiatod devolopo lo^^icol 
tsy' leader. thinking. 

Better tmdorstandirig 
end abeorption. 
Prc«sot0!3 eooporativ© 
effort. 

Guatainn interoot. 



londor nay be incocipctent to: 
Keep diecysoion Moving. 
Prepare prociae diccuc* 

aion outlinee. 
keep diecuaeion on track. 
Con forcnc© laay never get 
anyvhor^* 

Leader or others isay nono- 
pollse* 

wonforenco niay play on words 
inetead of facto. 

Group reatrioted ao to oise 
and subject matter. 



6. 

(■’ctoritit- 
nnto 
"i '’CUC- 
»lon 



Group dio- 
cuoeion di- 
rected by 
loader into 
spaci fic 
chamclr,. 



r-n.vio OR 5, also! 
Loader ha 8 detailed 
outline to t*uid«* 
Covors Ciore ground, 
i^es aide trockinf,* 
Abeorption more 
thorough. 
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iiovi to TraiTi 



Supervieora. 



ii. 0. Bcckruan, p. 



GtiOiO a« tndor 0» but 
ohnnee# rdniaiced. 
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r!ut vhc.t Bori of a plan do wo desire? Tiince ii io our desire 
to be practical, we ohould try to oolect a plan Uiat fills the follow- 
tn,p conditions an nearly an posnibiet 

1. A pXsn that is effective* 

2. A plan that Is siraplo* 

5* A plan, that io inexpensive* 

A plon that is easy to establleh. 

5. A plan that will provide a meeting that 
io important to its raembero. 

It should be mentioned that regnrdlcee of what plan ie 
it will have no c'.iojioo for sucoeso unleas it is believed in and actively 
supported by the peroon In cojxiand, as woll ao by all officers of the 
cosr'and. It nay not be poooible for all officers to believe in a plan 
before it hao boc-n tried sjnd proved, but they should support it and ;>vo 
it a chance until it ha# been doaonstrated that the plan in not satis- 
factory. 



Of the plane eyggcatod above, the one that cones closeo to fill 

ing our desired conditions 1» one which would be a coajbinatioa of tiie 

Inforral Conference and the Oeterrainato Discussion, T!unbsrs D and 

This conferonce tsethod of teaching is one thatj 

* * * « proves to bo an aj^ency well adapted to t]^e 
group*® and the leader* a education, because » (a) it onablen 

the group to chare in cdvanco the leader *e idee®; (b) it 
©nobleo th® loader to got the bone. it of the group *o idoooj 
end (c) it enable® now combinationo of Ideas to be evolved 
which constitute crootivo thinking in the beet ssnoe.^ 

c**.. 

Tills plan appeor# to penrdt giving th© petty officer all of th© itoKB 
raontioned on pages 59, 60 , 6l and above* 

Tliere «re certain objections that will be I’aiecd to the plan. 

K'® will consider a fev; of those after investigating the plan itnolf. 



^ ’U'^n ? ■>tm*e end ynnggexent, Crdtmy Toad, pp. 153 and 159 
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Tnis prcpocoii conference uhould }iavc a noine which will be 
iaeanin.»ful and will indioate to ih® petty officero and the rest of tlie 
peroojwiol that ^ oeriout? part of the organisation; In other 

worda, give It ntatun. A name «uah as '’I-otty Officidrfl’ Cupervisory 
Conferonce” io ougg«3t©d. livery effort should be lasado to sctnbllsh a 
good reputation for the conference* It ohould be .?>ade defiirable. 

The ietty Offlcors* iiupervieory Qonference rauot have a con- 
ference loader* Tliis person probably has the (tio&t importeint taak of the 
entire plan* If he is not skillful and h«« made no preparation icr t)ie 
conferencen, they will probably fail completely. One cf the officero 
of the ship or station should bo asaigned this duty, and he should Tiok© 
diligent preparation. He should loam how to conduct a conference and 
prepare a schedule of topics on the ai*t of getting along v^ith pooplo, 
for prooentfiition to the group. Thor® are catic^' texto available which 
can bo used as a guide In thio preparation, euch as ’’Htsaan ??atur« and 
K&naf,e-"ent, *’ by Ordway Tcad. (Geo Appendix C for ouggestions. ) 

It ia proposed that all potty offioars from all brenchea of 
th© service attached to the ohip or station participate in the Petty 
Officers’ Supervisory Oonference. Tliis will provide a wide variety of 
opinions on various subjocte and permit a wide dioeealnation of Infor'-a- 
tion and ideas. On stotione and shipo whore the niuabor of petty offi- 
cere io email the oiz© of the conforonco will bo no problesi, for it i« 
conflidored that s small group can accompli oh laore than lo possible in 
a largo group. On large stations the total number of petty officers 
present onn bo larger. It will be ncooeeai'y to oelcot a group not tx5 
exceed twonty-fivo to participate in tlie dlecuesion and to rotate 
thoce who participate in the actual diecuoeion, ao that over a period 
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of tirao all will h?sve an ©'’ual opportunity to preacnt thoir id©»a» /i 
tho D&’.e U.^ , they will all hav© a chance to hear the topic© dlocuoastU 

'iho purpooe for which the g-roup la being organised chould 
clotcroine its aize und the v.hole mannor of its operation* At 
Icact tliroo cloerly different poocible objectives »t once ap- 
pear* A group taay bo organized (a) to create onUiusioaa, 

(b) to iapart i^iforMation, (c) to footer deliberation and 
roach decisiona** 

uhen considering tho ehortcorfilngf, va hove dlscuaoed, which 
were revealed by the quootionnalren and interviowe, it io apparent 
that we are interoetod in all three of theao object! vac. We v/issh to 
create a feeling of belonglngnecn and oecurltyj w« wish to impart in- 
formation; end we went the petty officers to third: out and determine 
better methods for inter-peroonal rolationeliipe. 

The location ibr holding the conferonco will depend upon tJic 
local eltiiatlon* It is deoirabio to have a blackhoard available end 
chairs for tho participanto to olt on. Beyond that very little oquip- 
sj«nt is rjoeded* Thio demonotratoo the fact that thds method i© econo.*- 
ical* Vio conference should bo hold once cnch weoi;. Each conference 
should not exceed two hour® in length and usually should not bo ehorter 
then one hour. It 1» most deoiralle to Ivold the /Beetln,ge during work- 
ing hours, which it must be admitted io a problsa that again will bo 
detorninod by local eonditlona* At leaet tlioy should not be lield dur- 
ing; tho hours in which liberty is gronted, in order that the attend*nco 
may bo &o large e» possible* 

'rhs conforcnco itself should conniat of at least three parts* 
First, in eriuh faceting tho conference leader should proaont one of tho 
thoorotlcel principles which is fundaiaentsl in working vdth others. 

;ii3e should be provided to discuss this principle, to find examples 

^ lUg^nn •nturo and 'anojitg^ent , Ordwey Tead, p* 189* 



69 



of Ita appoaranco in the experiences of the aenbers, and to show how it 
can be used cost eucceanfully* An exa-*apl® of thia in the atateaent nade 
00 often in t/)e interviews by both the potty officers and the non- ra tod 
Eion., ’’If they would treat us like they v/ould want to be treated If l^ey 
were In our pooitlon#” Fron the investigation piade in Uiie etudy it 
was learned that there are oeny people in the Havy, both potty officera 
and non-rated men, who do not think they are getting this sort of treat- 
ment, Whore can a hotter place or .aethod bo found to dotorulno why a 
person fecle this way, and to figure out a way to change this feoling 
for the bettor? There are innaxserabie oxplanationa of hurton boiiavior 
that should be celled to the attention of the petty officoro and die- 
cueced 8X Tfi.H. This part of the traininf. should consider tlte thingc 
that wftico people act as they do— the attitudes, aentiaents and opin- 
ions— and an liTidor standing of the inibrmal organisation* One of these 
preoentod at each jseetlng, with its dieouesicn by tho rner.bero of tl>e 
conference, should be oufficiont* 

ncconu, the ruleo and r«gult.tions ,0 Th . filTTY 

OFFIOrin ond tho mon that work for them aliould bo diacuacod. Again, 
conaider only one rule at each meeting and coiaplotely cover it— ite 
origin and necoosity, where it oaii be fovyad, how it can be applied, 
and better ways to uso and enforce it. Most of tiiia diecucoion should 
b® by t}i® 2s©n themsolvos after th«!y have boon infomcnl of t)i» rule and 
its origin. Probably one of the beet ways to be aure to hit the preb- 
le®s that are moot pressing is to consider in Uioso conferences every 
problem that is tajcen to Captain’s Maot; that is, not every case but 
the difforent types of problems. It ie believed that cuch q discuaeion 
will be a Kosns of reducing the number of problems that are brought 
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to becftUBo when the potty officoro have .figured out the way to 

avoid the problofn, it has becore a part of thoa and they will aake 
raore of an effort to oee to it that their own ideae work out. It will 
alao BUgBient the diacusslon of the various rules that ere in effect. 

Third, each meeting should conolder on© of the problems that 
the petty officer© have ©ncounterod in their deolings with othero about 
the chip or fitntion. It may be difficult to start e dlecusoion on 
thie sort of problem.. However, wltli effort it can bo done, and after 
the et?U’t tias been raade tho ice ic broken, and it is ventured that the 
nu.sber of probleitis presented will be eurpri eir3«5 « Those probieies ehould 
be diacueoed by nil the aiembers for cauee and colution, to got the ex- 
change of ideas. 

It ie intereotlng to note that in most of the probl«ao in 
interpereonal relotionshipe no hard and fast rules can be dictated. 
Oejifilly it io a caee of common sanoo, and the ra«n will assist each 
other In findlnr the satisfactory solution and in getting rid of pre- 
judices and poor practices which otiierwise would probably be continued 
in use. 

It can be seen thot r.uoh s plan of training vdll develop the 
feellnr of belongingness in tiie petty officar— will help make hia a 
part of .manajeaent. He will have a better j«?dor 0 tandii\q; of the rules 
that appl.y to hlia, and as such ho should be jcore effective in applying 
thesi, for he will be deterainijig neanc of enforcing them and know why 
he is doing po. Kie feeling of security should be faoletorod, and a 
oormon under stfjn ding of tho polioieo of the orgunization should develop, 
at least in each corasaand. In addition, this cycten will have a thera- 
peutic val'ue. Tlie ?ien are given a chance to talk about ruleo and 
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rogalatlono in & placo whern loaot ham can b« dona. If tJ\ey get it out 
of their ey«toc5fi in euch a meeting, there is lass likelihood ttet such 
diasati of actions will te expresoed to the non-ratad ran, and in this 
manner Mo disaatlofactlonQ may not be accentuated by tliooe of tl>a 
potty officer# It must be admitted tl\at people will talk things out of 
their oyotoras, so it seomo good practice to p:‘ovldc the place for than 
to talk* 

One of the most desirable advantegos of ouch a syctem io the 
fact that thooe conforcncos will provide a sounding board from which 
attitudes and opinlonc a© x^all as cuggoationa con reach costmand. rnio 
Is an excellent line of coraraunication that can be providod# A fiklllful 
conference loachdr should he able to leani much about tlw potty officorc’ 
ldeao» sugircctione and problems which T&rxy be of vital Interest to thoee 
in corsisand# It is not intended to Imply that t^ie conference leader 
ehould be a Qpy or n tell-talo. That situation nhould never oxietp but 
the worthwhile infornntion that le svellablo nhould bo need in the 
proper manner. 

It must bo admitted that there ere ob^octiono to all plena* 

i 

iiand this one will have them, too. One of the /•tont comnon will probably 
be that no ctntion or ship h«o time to tie its potty officers up for 
two hours each week, and to tie up many hours of an officer ‘e time in 
preparation for ouch a jsectin,^. It in true that tlm shlp’o work must 
go on, and at the same tine the rust keope right on rusting even though 
w« do conduct a conference. Hcvjevor, in the event vto find thnt such a 
training pregran decrensew the time loist as ”V*rlg-tl’^, ” over-leave, 
time ©pent at ?feat, and just plein loafing time, and that the men era 
more content**! and do their work easier and faster, then it seeaw we 
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have natio up lor the two hours **loofc” in tho coaforenceo niar;y tiaao over. * 
Actually, v»e I'jiVG saved time by the conferences. 

Another objection will be: V« do not have en officer qualified 

or available to take on the duties of a conformco leader. If the ends 
justify the r?«Rns, then an ofl'icer can be found for ouch a duty, the 
firnt training; will be difficult and tiring, but after the ground work 
)iaa been laid hln duties should bo lesa confining. This is a probica 
that will have to be oolvod locally. 

A third objection tnat be raised is that it is not desir- 
able to .tcllycoddle and baby the patty cfficere. It is not intended to 
treat then in this manner, and it is not necoseaiy for such treatment 
to be used in any form cf training* It ic not believed tliat letting 
the petty officcrc knew what the facts are, how they arc to be applied, 
and showing them the beet way to do things, io bsbying thea. 

Gituatlons can bo cited in whicli eo®« of those principles 
h«vo been used eucceaefully, aivi these lend strength to the belief that 
the proj'ooed conferences will prove useful. One of Lheee Incidents wac 
related by Comsjander J. r*', Bcundy, Supply Corps, b*. .!!«, who was at 
that tir-e serving as Fleet Supply Cfficor* During tho time that plana 
wars b'jlng irado for Uie faaour ”Cro8sroado’’ operation in the Pacific 
in tho demobilization activities were rapidly depriving tho chips 

of their crewo. In fact, the situation became ao critical that cos?© -.f 
the ohlpc wore unable to get under way just for lack of manpower. This 
aitufttion. wtis encountered on roa® of the supporting ships that were 
noceovary for the planned operation end it war, impoesible to obtain 
more men to man thee© ships. The Oomandor Dervic© Force called e 
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conference of the CoHrrandlng Officer f» ond f>ho executive ufflcora of 
these chips, and explained the eituo tion to tlujo* Tlii© conversation 
included t! ,? purpose of tlio opertlicn and v hat v/as to be done, T)i«ee 
diiip officoro vero rcquocicd tc call their crev/e to quartors, explain 
the propcoed opera tier. the ?Aen, er.il aok if any would volunteer to 
rer 4 xln in the oervico for euothor your so the r.iuaiou could be euccese- 
f\tlly caapletod. Iriteros tingly enough, when the purpois© of the opera- 
tion and its nature wore explained to the men, over ninety per cent of 
thio non oxtonded their tiao of cervioe uo U^at the required ehipe called 
wilJh IHjII couplctacntn, Tliie oxperienco ie offered ua a doraonatration 
of whnt explaining the purpoao of activitioc can taean to ir.en, 

Ar.cthor cxperiericc ViUO related by the oirce officer, in which, 
during the tcnce daj'fi of IpjO vfnen the Japaneso were uaing their ”get 
tough*’ policy in the Orient, tiany of the American pcrocnnel were gettli-jg 
involved ir oinor brushes with the Japanese while on liberty In nban^.hai, 
With tha oifcuntion becoming more tana© the Consr.«.nder In Ghiof, Aciatlo 
Fleet, decided that s^uCh nkinniohe® had to be stopped, aaa therelbre 
ordor d that any sl.lp'e creuo who participated in auch aclivitiee would 
lore its llbert/, Tliia oitoation was caroi'uXly explained to the crwvo, 
and when tlioy knew tho circuractaacoe ur»d realised tl.at they bad 
rooponoibility tlicsacelveo, they oaw to it that none of thsi^ ahip.mat«8 
violated the ordore. An c rertilt, none of the ohipo* crewe wero deprived 
of liberty. 
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SuTH’fiary ».nd Concluoione 



This diBOuisjsloi'i Ktay bo oucvnod up in the canner# 

Tho convorRfttions honrd in various gntherin^s where th* ailltfmy oerv- 
iceo are diocussed and the articles frequently published in thie period** 
icals have celled our attention to & problesa t^iat 000*22 to exist in the 
ar'ned forces of the United States, with reference to the pereonrel in 
those forcso. Djio study has atterapted to anolyne tho eituation in the 
*/avy, in an. effort to definitely ioolata tho problen, detormina Ita 
cauaoe, and then, if poneible, auggest a eolution that will re.aady tho 
uncfctiafnotory condition* 

Since the aituationo nontioned above point toward o problem 

in the rclationehipc between the level© of eupervieion, it was decided 

to oatapla tho opinions, attitude© and sentliaantB of the firet, second, 

and third clasa potty officers, and oojapare these findings with tho 

opiniona, attitude* and aontlmonto of the non-ratod personnel who work 

I with tbcGo potty officer©* If a difference in the attitudes of the 

two groupri was discovered, it wa* believed that tho problem would have 

I been traced to one of hunan relatione, since huKin relatione lo founded 

T on ( 1 ) attitudes of the individual} ( 2 ) aontlments of tho individual} 

I (>) opinions of the individual; ( 4 ) formal organisation of tJjo Inetltu** 

I 

tion; and ( 5 ) informal organization in the institution. 

Two eoto of quentiormairee were prepared containing idfr-tical 
I question© which were appropriately worded for tho group of petty 
I officer© for the non-rated sion. Tho queotions unocl sampled the 
attitudeo, sentiments and opinions of the individualc, and the petty 
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officero wore asked about their relritionchip to the mnaj^e .ent of the 
}^ttvy« A preiinlnnry study wee mde at the Kaval Air .Itetion, Clonview, 
Illinola, to teat the questiono and procedure, oo that all poeaible 
errors could be oliKilnated before the final etudy was made at tlie pv^X 
froining 'Station, Great Lckea, Illinois. 

Both th© praliralnary study and tiie ©xperisental otudy itself 
indicatod tliat there wtto a differonc© botwoon the two groups in their 
attltudoB, opinion© and etsntiraento , and the petty officers did not fool 
that they wore accepted as a port of laanagOTjerit. It w«b believed that 
since the probler. at this level of oupei-vlsion appeared to bo one of 
huzan relations, the colution was to improve that part of the petty 
officers* training pertaining to hiHian relations. It was noted tl’st 
t)’ie attitudes of the individual were affected by the weri: eiUtublori to 
ivhich he was attachod, «a well as to the outside circuastances v;or*ci.'V 
on him. Therefore, the solution seeaed to require local attention. 

After considering tho facts discovered by the ii;vestig£:tlon 
that was made in this study, it is suggested that Instructions be lea ved 
directing ooc}^ cocanand to ©©loot an officer to act er n ti’&ining of fleer 
for tho potty officers and to bo the conforoncs leader, and to arra\^o 
for proper instruction of tho conformce loader in the art of conductir^ 
the conforoncej then, after he Is prollclent in Umt duty the corana.via 
should arrange for tho conferonc® method of instruction of the petty 
officers. .ach meeting ehould present one principle of gettirvg alonjt 
with peopl e— -which actually io th® understanding of the individual dif- 
fsronooe that exist In people, ono of the rules end regulatione which 
govern th© petty officer and his men, and on© of tho problems w}>ich 
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rosi<9 c««nber of tho group ban orcountrrod. u'cch of Utece three ite-T.c 
should dif'.ounsed by the j,^roup, ite cause ouggonted, roftcone for cuc- 
C8SO or r»‘liur® inveet,ig:atef5 on'^ an effort srt&do to .ind a eolution. 

lb Is believed that thi« forts of inetructiou properly edtninia- 
tcrcd would develop a cosKEon constructive ettituds aroon the petty 
officer croup which would pcrmeato frons theia to the aeri woriclng for 
th 0 r;sj an understanding of the rules by which they operate would b© 
developed j time would be saved du* to the reduction In tide spent by 
peroonnol at Mast and under punichaientj the potty officers would be 
taus;ht how to perform their nanagenjent dutiec no aa to increase their 
feelx:tr, of security and adequacy; suid the groups would learn how to 
work togstbor ciore lisrtaonlously to the betterisont of the service. 
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C,uoctlono to Ask i;on-.%tod Mon 



Jlcaco writo what you tl^ink ie tho beet snm<er to tine rollow~ 
tiif, quoctionc in the blank followirq^ ee.ch queebion* Answer each quoation 
ea it applies to your preeont job. If it hac no auch application, thinli 
of oc.'ne otl‘!®r job you Imve had in the Navy where it did apply or ^;ivo 
your prooent opinion* 

'fhere is no standard "oorreot'* anawer to the questions, eo you 
will not b© ;.'rad®d in any way* It ie planned to con',pare vfhat different 
people in the "Jevy think about the seme qu««tlon». 

riease DO ^^DT sign your name to the paper* The followin/^ i?vfor- 
raation will bo hoI| 3 ful if you wish to give itt I have boon in ths Havy 

about aonths* 

U 

Tour answoro will be handled confidontielly and not shown to 
enyonc in the 'lavy other than the person nekin^;; this ourvey. They '.’ill 
be burned aa soon on the answers have been counted. The resists will not 
be sent to this etetlon* 



I* H’hon there is a towf;h Job to bo don© do you think your 
petty officer considers how it may affect you before he 
telle you to do the Job? Yea, No, Senetinoa 

2* hen your petty officer givoo you a new Job to do, do you 
think ho explaino it to you txa carefully ao he should? 

Tec, /o, ”.o<*R«time6 

5 . Do you think your petty officer haa a personal interact 
in your welfare? Toft, Ko 

Do you think your petty officer should bo intcrootscl in 
what you do when you go on liberty if you keep out of 
trouble? Te?*, Mo 

5. hen you do a good picco of work suid deserve some praioo, 
do you think your petty officer conoidera the w y you 
would Ilk© to bo praised or told about it before praising 
you? Too, Ko 

6* Oo you think that being praised about a good Job that you 
o will make you do n better Job on work you do in the 
futui's? Tea,, lo 

» hon your potty officer bnwlo you out, does he always 

definitely let you Imow wliat ho io bewlir,f, you out for? 

Yee, <0 



7. 



8» After your petty officer h.aa bawled you out for s* 03 .ething, 

I does he alwoye ohow you the correct wo.y oo the error con 

be avoided in the future? Yoc, Ko 

! 

9 . Do jou tbinit yoiir petty officer would roW.er criticise 

] you than praise you to your face? Ye*', No 

lO* »'hcn your potty officer bawla you out, does It aeoa to you 

a« tho 4 j^h ho just caad at you personally? Yec, \’o 

il* \shen your petty officer bowls you out, does h.e just do it 

in genoral and for «vorythin£, or dooo he bowl you cut 
about the one thing ihet hao gone v/rong? 

^;vorythin^;, or the thing wrong. 

12* you think your petty officar believes that if ho givea 
you praise wlTon you deserve it you will expect hia to 
give you epeclal consideration or advancenent? Yes, No 

15 . Do your petty officers ever criticise or reprimand you in 
such a way that you are Kiore intoreeted and cntliuoiastic 
than you were before the rc >rinand, n ther than rettontful 
and antagonistic? Tea, No 

14« Do you think e potty officer rhould (sontion eo.nethijig 

praioeworfchy at the aano tins that ho rauct criticise your 
work? Yo», No, 3oaetir.es 

15. .^hen you do Romething wrong, should the petty officer 
incict that you admit your fault in order that you can 
iaprov© your perforaanc© next tiae? Yeo, No 

II 

16« Do your petty officers give you conotructive critlcica 
in tho presence of other men when auch critic! on ssight 
posoibly be ombarraesing? Yes, No 

h7* If you h.rive a poreonal problc.-^ Umt is bothering you, 
should you bo eticouraged to diocuoa this problem, with 
aonieonc? Yes, Ho 

13* If you take a coapleint that aotu.slly is trivial, but 
you thought It va© Important, to a petty officor, would 
you rather he (a) tell you frankly that your conplaint 
is trivial, or (b) allow you to feci that your complaint 
lo not trivial? (a) or (b) 

19* If you should take eoue problem that you believe in 
Important to your petty officer, but h© thinks it 
unimportant ond does not agree with you, should he 
c'..5gf<5ct you talk direct to your division officer about 
the problem? Yea or Uo 



If you eb.ould take oomo probXera direct to your divioion 
officer without first consuXtin^' your ifta-Un;!;; petty 
officer, eViouXd the petty officer ropriraand you for 
your action even before he io notified by tlje division 
ofr*lccr Oi. your having Kono direct to tine divisloti 



offic cr 



Ye«, "o 



Uhich has the vorut effect on ooraXe of a division t 
(1 ) To place a mun on rorort when the other ra«n in the 
division tJiink that the offender should be pieced 
on ro]>ort, or (?) to IhT? place tine tian on report wlion 
tJio other ra«n in the division thi’ik that tlie offender 
0 H..UI.? b® placed on report? 

Tiie worst effect caused by (1) cr (2) 

if your dlvlcion officer directs your potty officer bo 
have you report to the division officer et fio-se specif- 
ied hour, ojiDuld tho potty officer tell you the reaeoa 
for th» order? Yoa, Uo 

V«hich type of potty officer 1 g ao»t likely to tho 
beet results with his «cnt 

!• A petty officer who lo uniformly exacting as 
to diecipiino and proper nethodft of work* 

2» A petty officer who is uniformiy lenient, 

A petty officer who la lenient at c5c..,c tiires 
find exactirij; at other tinjeo* 1, 2, or 5 



Are petty officorn f^onerally ..iorc likely to give too mch 
or too llttlo credit to their non-ratod non for the eix:- 
C 008 of their division? Give too much or too little 



'kj petty officers generally invito tho non-reted aen to 
expr'^eo th'ir opirdona of tlw' pla.iC and ^ clhodo of the 
divinion, «e nuch aa they ehould? Yes. A'o 

Do you think t criticise of exiotini, ..jothode and oon- 
ditionc by a nen-rated Mm is a reliable evid.*/>c« of 
genuine diaeatiefactlon and dioloyaity to the potty 
cfficor? Ye*’, Ko 

Dcnk in the order of their practical valiio the five 
followin,; »ethodo for winning the complete cooperntion 
of ncn-r&ted raen of e divialcn to whlcVi you have been 
ncii;,aed as a let.dng potty officer. Assign rank (1 ) to 
the bent i-thod, rank (S ) to the next b- et <<5t}iad, and 
00 on. 

'■ocoii.«ond pro otion by rating, or appointing to "good job.” 

Kocoaraond Itaprovod physical wor.iing coni'itione, 8iic)\ as better 
lighting, •loro officiant 0 ';uip*.nt, ^u.ar3rbw.kjle choirs, 

or the liks. , 

’Incourage tho 2 s to ougieot imorove«icnto in 'aethede of v#ork. 

Take prrsonsi pains to be unusually pXenoant to Wiem. * 

Cociplipont them ns m*ch ®r poeoible on tho work they do 
gait* well. 






01 



Ui«»tionc to Aak Jetty Ofiicorn 



Ilcfice writ© what you think in the beat anawer to tho fcllowlni 
nmetlono in the bla-ik following n^ich question* /.nowor otsch quontion as 
it applies to your pr©«ent job. If it hao no cuch applicetton, then think 
of 60 's other job you have had ia the )«avy where it did apply, or what you 
think is t>^e beet arsnwer. 

There in no ntandard “correct" anmrrer to the queotlone, 00 you 
will not be graded in any way. It 1« planned to co-apare wnat difforont 
people in the Mavy think about the eaae questions. 

Please ^ not si^^n your noxae to the paper. The following infer- 
Elation will be helpful if you v»ibh to give it; I have been in the «.avy 
about aonths. I have been a petty officer about uontho. 

Your snowerc will be handie<I conildentially and not ahown to 
anyone in the K*svy other than the person no‘;in,., thia survey. They will 
be burned as scon as the erm^ere have been counted. The reoults wlii 
not bo sent t<> this etc lion. 



X. >'hen you htive a tough job to b© done do you conci.der how 
It raay affect the raan you assign to do it before you toll 
him to do the job? Yes, fto, or ro.tetl^ie’a 

2. Vhsn you give s ruan c now job to do, do you explain it to 
Idra carefully before ho otarto the job? 

Yes, Ho, or flor.stiKsr 

5. Arc you interested In the welfare of every ono of your non? 

Y©9 or xiO 

•4. Ao long ns your ra»n keep cut of trouble when on liberty 
end get back on time and sober, is It worth your while 
to bo Interested in whnt they do when on liberty? Yoo or Ho 

3. .vhen a man hao done e good piocc of work and deeorvos 
praise, do you think how he would like to be told about 
hio good work before telling hiss about it? Yea or !to 

6. Do you thinit that if you praise a is^n for a good piece 

of work, he will be more productive on jobs you aoeign 
hiia in the future? Yen or Ho 



7. ‘fhen a .'nnn has done soraothing wrong and aunt bo told 
about it, do you always do find, to ly tell hiai what ho did 
that he is being bawled out for? Yes or Ko 



S 



After you have bawled a nan out for doing oosiething 
wrong, do you always shew hire hew to avoid the error 
in the future? Yet? or Ho 



9* ould you rather criticize your tVian to f.rain- the.a 
to their faceo? Yes or No 



10» When your non do sosiething wronc you get laado at 
thesj per«!onally i Vec or No 

11* «hen it in n^co&vory to correct a uaii, dc you r;et after 
him for ©very thin;' in general or juot tho think that 
hac goa® wrong? Everything in general, vr th^’> one 

12* Do you think th t if you pr&.i«© a non for o yood job he 
v?ill tn«n exptdct you to give hia opocisl consideration 
or help \iitR get advanc''j.nent? Yes or IJo 

1^* Do you over t.lve re rinendn or critlcioris ia such a way 
es to leave the non-rated nan more interested and enthu- 
cia^tic tlisn bnfor , rather th^n mscntful antagonietic? 

Ye» or No 

l^U ».hoTi you criticise a ncn-r«ted Barn’s work, do you think 
you ch.ould n»ontion eomethiog pr&iGoworth;>'* nt tli*' ra:ae 
tisa©? Yeo, No, nomotimeo, frequently 

15* then a non-rated ::aRn h.«» done aonething wrong, should ho 
h« 'sad© to admit hi© fault in order to get hi>2 to Ir^proveT 

Yee or Mo 

16* r<3 you over give conetructivo crlticier: to a ncm-rated 

nan in the preoonce of cthor sacn when such critic Isa 
Flight poosibXy be eioro or loss oabarrassing ? Yos or ilo 

17* Do you think non-rated men should bo ©ncouraged bo diocucs 
their norcor.al rrob^enn with conoono? Y.o or h'o 

IS. It a non-rated can comoc to you with a trivial ccc.plal.nt, 
is it beet (a) to tell hie frankly that his complaint is 
trivial, or (b) to ullov him to feal that you do not con- 
sider hln complaint triviol? (a) or (b) 

19* If e non-rated men cc?.eo tc you vdth eO’»ething thiniio 
In lci<:.ortunt 5*rd you do not ogroo with him, rbould you 
i.nvito th© non-rated man to take it up vith your division 
olhiccr ,'Urect? Yen or i<. 



20, li , Vit»>out conoulting you, one of your ncn-ratcd -tn goes 
directly to your divieion officer x^flth a problem, should 
yi.u jtt<p the aon-rated nan about it before ycu arc iiaform'^d 
of the n»tter by the division officer? Yes or 



21* ,hich has the worst offset on moral© of a division t 

(1) To piece n cian on report when tho otlicr *.c>i in th© 
divieion thJLnk Uint the offender should .k T bo placed 
on report, or (f ) To iClT j.laco a wan on rc]>ort v^hell the 
other 'sen, in tha divieion thinlc thnt the offender should 
be placed on report? 

Hie »-or-'t t?i'roct in c: ur-, ’ by (i) or (2) 



If your ilivicio;i officar dlrooto you t-o hav% o<ic of /cur 
ncn-rcited mon roport to him at a epecifiad hour, e)iould 
you tell tho non-rat«H '-nn Uio roaoon I'^r U.o or»er? 

Y«fi or No 



Khlch type of petty officer i» ooet likely to get the 
beet r«sulti«‘? 

1. A petty officer who is unifor;?ily exacting as 
to diocipline and proper netheds of work, 

8, A petty officer who l3 unifor.ily loniont. 

5* A petty officer w})o i*.* le.Acnt nt tirics 

and oxectin^ at other tiaec, 1, 8, or J 

Ar© potty officers genoraily raoi'o likely to give too 
nuch or too little cr-j;Ut to th ir non-rated nren for 
the euccecR of tholr divielon? Give too I’^uch or too little 

Do potty officers generally invite tho non-rated nen 
to •-:;pr^s'^ their opinionp of the plons end n^ethods of 
the divi»*ion, 00 isuch as they should? Yes or K'o 



Do you think that crlticiopi of existing .T.abhode and 
ccnditicrc. by a noii-rotcd r.an Iff a relinll o ovidenc© 
of genuine diene tisfection end dioloyalty to you? 

Yec or 1 0 



Dank in tho order of their practical vrlue the five 
follov.ing v.ethcds tor winning the coTiplete cooperation 
of nr-n~ra toil jiea of c. vllvioion to vMch y m ’ lesn 
as"!. ned as loading petty officer* Aosign rank (1) to 
the beat jaethod, rank (T } to the next bjot tctliod, and 
30 cn» 



F.ccorsriend prot-»ot.ion by rating, or appointing to *^*£Ood Job*" 
accojxi'aen I improved physical workin^ coaditio*r', such ae 
bettor lighting, rnore efficient eouipinent, more co:e~ 
i;ort{iblcf cltolrs, or the like, 
kneourago them to suggect iraprove-.entr in r^etiiodo of v»ork 
Take peroonal pains t,o bo linusually pilcasant to them, 
Co.-spIiriGnt than ao ouch as poseiblo on th® work they do 
quite wel 1 . 



A Ai.yr.m i. w- iulo'' ttudy 
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Quootion* to Aok fotty Cfficaro 



' flaas* check wh»t you think ie tho beet answer 

followin., qu<»otion 0 . Answer each quoetloa e? it applies 



job. If il no euch applies' ti Ihi.'' i!u cl s^-t 
h&ve hac! in the \’avy ►here it did sppl> » or what you tisi 



Ter each of the 
to your proBc.nt 
ctl. r job you 
Put ie t'js beet 



an aw or. 



Tiisre isj no standard ’’con cot” answer to tho cu*. stiono. it io 
planned tu co.^ptire whst dlfforent r.eople In the llavy t>iink about the 
aa^c que-Btiwas. 

. loacc. ^ not ycur uace to the papoi*. The l’ollos.ing iafor- 

netlon will bo bolpful if you wi^h tc ^,iva it» 1 have been in the «avy 

about months, i h&vc boen « petty offloai about months. 

ege ir . rate io . I d tc ’'epart e-=.t. 

Your ciBwero will bo hondlcd ocnfidonlifilly gj'.cI not slicvsn to 
anyone in tl.u / avy other thsm tho person sbakin^, thi^ survey. Tlioy will 
be burned at coon ee ths anevoro huv« been counted* 



4 . • 



C;» tho wV.ich V/H© ts ...om likcly develop 0 ( ir*-conrid«nco 

in a peroon? 

** hraiae a: it la uGu&ily i^ivon 

1!. triticinm a© it i*? uoiwlly flvcn 



2. '-.hicls o these two typoo of HiotnkoG ©re petty officoro more likely 
to i^.ij i,i tlealirt;^ »,*ith uun~ratei5 ..on: 

1. wive tou i^uch crltioi'cs 

Cl VO too much pruifiu 






v.ritlo_rm, i i order t^ «e ue conotructivc ats 
rhoulc urtmlly be -direct ed iowci’d which of fJs 



po.'sclbliS In 
« following* 



its 



H 

i. « 

cT • 



rhe pexnv. xislily of the ran 
The >.crk or act» of tlie nstui 



of fee to. 



-4. ’'rai‘’t5, in order to be a*' conotj'uctlvo ac po«n>,is in it© effecto, 

should usually bo directed toward wJdch of ta& follovving* 

1. T!ie perrcnality of tho tsun 

2. Th® work or acts of the nan 



S. In order to have th.? best ©ffoct, ohould critic! c'i usually be 
specific cr gcnernl 1 
pecific 

?. ft no ml 



6. Tf ncn~ratC'd ron are given well-founded orals- fto freely ao they 
are i»;ivcn well-founded crittclss?., to what OKtent, 1.. tny, ia It 
likely to naVe them orpoct wpeeiel con.9idoraticn cr advance ent 
bfcforo they are m titled to it? 

1. It will very prt'rtiy inorea**© their expects ticn of 

“ special coneider^tiou boforu tony are entitled to it. 
will increase tlicir expectation concidorably. 

?• IIIZZII ’ odcrateiy 

dll 'htiy 

'• * wilt not incroa'^o tlicir eKoectation of roccini --op- 

~~~~~~ old©r%tior« before they ere cntitloi to ix.» 



a 



'i’rl'at ‘3T.t^rit i’ it noaalbi.) Vor a netty ox:«.ccr tc J.ve rsiri^^nd 
or critic! e'j> in such ft way a*» to losvo the non-rcied r.&n more ia- 
i"v\ ^ •\t’' uciastic tb*'.n betore, rfth«r th'.n reoontrul and 
antftfonlotic? 

1# It !»' 

Ununl^y 

5» ^ rout ''u'.l t*'C tir«c 

A'. ’^"rely 

0. ’ ftvor 



shiv*-, ty^;*- of J'u.n is SK vo likcJ; to ba bin* 

1« ’lie r’ore conociootiouc ;.(m 

fhf! CO scientiort*' t^sr 



ro: r unandt 



h-'i a yetty cfiic«sr Lv? criticieiK^t u. .a i’o v*. lo rhat extent. 



if snv. 


rhculd he tr; 


ti*.oT 




1. 


Alwsyp 


t . m 


Jc .J': 1 1 y 


5. 


About hsh 


A . 


"nrsly 


is; 

*. * • 


■'ever 


When n = 




vO ..'inko 


hi’n ttilrdt hi 


1. 


It la olv* 


O 

d. « 


(Jiu^’lly 



-'U 



'bout hnlf the tima 
vir«Iy 
'Jf,ver 



11. >at O'’ tent phould n petty officer ’’rank© an exanpla” of eo*e 'iDn”* 

r' be- »an jy bei.',;- cyor- gevera fo.* the b.?'<o oi t’ie joral effect upon 
th*’» other non-rat«d oen? 

1. irocuontly 

2. ccfioionjsflly 
'varoly 

A . Caver 



!?• ,*.t ’’•hut tlaio of the day In it usually beet to ^iv« s criticl* 

V a non-rutofi ran? 

1. At the be,^inninn oi the day 

'** Idday 

5* Oloee of the day 

15* Ip it ndvinrblo for petty offlcore to teas*’' and joke witii non-rated 
-j-jn vorkini for tlion, *'*jrin£ v.or!driP, 'noiirs? 

1. Always 

2. " rioualCiy 

5* 'barely 

i ever 



lA. To rt oxtjTit would it be suitable X’er c. potty officer bo accept a 

loen frooi one of hin non-rated men, to be repaid viUdn a <<o th or two*. 

1. Fro^ucntlv 

1* Occaslovul ly 

'2, •nroly 

evor 






15. Isfhen non-reted raon arc bciafr instructed by t.heir petty cfflcore, 
which of the 1’oilowin,;^ tiiinjje «r« tlio non-roted ;.ien laoat likely 
to do? 

-tany quesbiuna 

2. Ask too few quest ions 

!<!;. A’hic-i ol tiio rollowla,K is the roost freqoenb ovj^o of non-rsted laen 
abKirtj_ too i'.any quostiooe ^heo boi-ag, inoti*ucted by tnelr potty 
orfloerc.? 

1. rhuy .ifaab to ohow tnexr internet, 

2, Drey liave not been eeyinc clo'jo att4'’jtlon. 

5» Taey are unintelii^jent. 

q. The inetructioao hevo rot boen ;.’Qde clear* 



17. Which one of' the follcwii*’ I- the '"ost fronuent cause of non-rnted 
jtion ROKing too row questions wjoen beitig instructed by their petty 
officers 

1* — — realise t5i»ir need for a.oro oocjnlete inetrucijiCii. 

2. ^hcy do not wwat to csoir unintsliig eat. 

want to bother tn«rir petty officer. 

4. rhey have not h-een poying B,ttonblon. 



18. «.hlcl< oi the £ollo\iln~ types of errors by a non-ratod rean is more 
likely to C(’iUPe a petty officer to feel irritated? 

1. An error due to a .■^i8tal;o in judgtanat 

2. An orror ou© to a wiN>fiy, ^otiv« (intention) 



19. Uuw ofton 10 it advisable to give a non~r«tod nm\ credit openly for 
)iie su!?f:e9tiDns thet are adopted in his div'lcion? 

1. Always 

tjuilly 

About lisif tbf> tijK© 

U, f.arely 

b* ,<evor 



2. 



20* uiiicii one of the following is tn© best reaeon ior giving, a non-ratsd 
man credit openly for hie oup^eatlonM which are ndopted? 

1. show tnat you are a fair-minded petty officer 

2, To reward the non-ratod jiau 

5 . 10 8tif*,ulsto the xniti&tlvt? of the .'Kin-rated '\an 



21. Jhioh type of mn is likely to have better morale on the job? 

1. ?:no wd’o faele thet he is atill ii.'provi.ig 

2. ‘<'ho feel a that he has practi cully reached the 
ILcitf of ii^provc'nent on hlo prosvnt job 



22 . 



/i on z. petty officer it? discufislng conteupXatsd clono with his 
non-ra«cd men, which ty{>e of non- rated Ban ie more likely to be 



helpful ? 

1. 



Die VP® wnich points out the edvantii^en of the plant; 
i’ho typo wliich points out tho dioHdva.itft._.eo of the plans 



£L • 



90 



25* To whnt extent io it a f.oofJ thi»\, for a potty officer to be in 
doubt regarding the character, scope njid 11 Tilts of )ii» rooponei- 
oility Hnd authority? 

always a coed thlnz for him to b« in doubt* 

?. 'JpusHy 

5 * About half tiio tisr.Q 

o* «aver 



2h* *duch non~i‘ated •aen are tooro likely to rive good rasuite? 

1* 'lon-rnted . en • lt>t avt-rare ability under the cupervisicn 

of a potty officer with bettar tban averoge leoderH.lp 
ability 

2* son-raiec saen with better than avera,*,e ability under the 

supervision of f petty olficur $ lit avera. o lu&cIercMp 
ability 



2j* v.a UiC‘ whole, are non-ratea sen more ii/toiy to develop too rauch or 
too little eolf-con: Idenco? 
i • ■ foo aiuch 

r. \oo Jlttle 



2^« ..hicii of those two qualities if- rnoro llhvcly to bo hindered by a 
fooxin^, cf fear? 

1 . ^ p«nc; abi i i ty 

i.nlti.ativo 



27 * iO what extont ie it s good thing to doliberstoly allow e non-ratocl 
2 uai to r^nkc s zaiettwce ee a raeeno of troininr tho nen-rated man? 

I* irequoritly 

-^ccuaionally 

iWreiy 

h» ‘iGver 

2i?. hich Cu Uicoo tv .'I co. sbirjationn is uv-ually to be preferrod in a 
potty ufxxcor? 

1. Uriuouul initiative and uveraq>‘ coouftr-iticn 

?.* unuoit»I cooperation end livoru^e initiative 



29* (.} xCi- Ox tne throe loiiowin typ«s of potty Oxiicoro is moet. likely 

, f't the beat reaull-? 

1. ^’ho is uaifor;..ly exactini, us to ut^ciplino end 

prOi-er .- c' hc-^* of vctk 
. * uniformly lenient 

y* if’ 1 * airnt c.t •n’ exacting nt othor 

tinea 



50* /^re potty oificara genorolly more likely to give too much or too 

little crof'.it to thoir ro..~ratei' r.an Dor t>to succeos of Ujolr diviaiou? 
i« Too much 

•’oo Utile 
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51 • Are petty of 11 cere j:;enerally more Jikoly to nlaoo too auch or too 
littlo of ti.o biasiie on their non-raWd ^e*n i'c-r unfavorable rosulte 
in Uieir division? 

!• . Too much 

2* “* 'Coo little 



52. To whnt extent do you think that critictssn of <»xietin» m^thodc and 
coniitiona uy a naa-i'atod i^an le a reliable ovlJ«noo of genuine 
dis»3iatlBfttCt,jLOr’. and disloyaxty to the potty officer? 



1 ). 



nivksya 
U&util ly 

rtbout ’fUilf the tirjo 

•\tsroly 

iever 



52« in the ftbconco of hia icat3euiat»5 superior, wiait ehaul.I a petty officer 
uu eaout ne<in/, dcclpslci'n Ci th*- typo whic'i hie superior is accue- 
to;Aod to tuake^ 

1. BUCh aiattero fcu a atill r authority 

2* .1 *ce the docisio.i liimseir 

5. .’r bo avoid n decision until liie inredir.te ouporior 

returns, even though tho wonc will probably suffer 
n little 



rA 



If the e in iViciuion bwtweon u?o {vjn-r&ted son In the division which 
r-dght lov.er tho uorale or tlje aWndjArda of wor^c, shou^ld tho petty 
oflicor try to iron out their diiTiculti.es? 



1 . 



4. 



Alwaye 

Jcually 

About neif tno ti«® 

, ill A' n ly 

uevor 



5S* Ii a petty oXi'icer nelpa non~rat«d men in their wor.< during rush 
periods, vihic;i ia r;o,”e likoly to bo the ofr«ct upon their respect 
end regard for his importance? 

1* leoeen ths,ir rosbcct and rr '^rd 



2 . 



fo deepen their respect and regard 



X./:. 



5^7. 



If a potty officer dioagrees with eoco definitely settled policy 
Oi tv» divioio.n, to what extent should ho f<s 1 frfe to divulge his 
opinion to hie non-retod raen? 

1. “Jot at oil 

2. tnly to non-ratod .'>©a vith good judgment 

5* ^-s ho vi*h-5?=f, ac lon^, he clear thnt it is 

uXa porDonal opinion 

To oxtint is it advisable for a petty officer to ^-e’ce Diir.OT 

criticises of h.ln predece?nor to h.la non-rated "‘©n, ttoouning that 
critic I aro justified? 
always 

2. Usually 

5* Ab'Ut half the tine 

4. lUirely 

fj. i’fcvcr 



*»oul^ non-i*at<^d t*en bo orcour?ti.«d to <Uf*cun8 Uioir pereonal proble .a 
vith ar*^eono? 

TJicy shoulu bo ©ucourarod. 

— D)©y chould be ©ncoura^^ od* 

If a Tjon-rcitod mn ’■‘aa to put up eo'^o irriUtlcn or handicap in 

hia Vkorkin* oonditiona, about w^ilcU notMuf con. b« don© at th© prooen 
which i«! urually ih© bottor for the p«tty officer to do wbon 

the non-rat<:>d 5*on brings up ibla problea for diBCusslon vith him? 

1* AdT.it the lfi8portt>nce of 'W^© problem explain that 

nothin; can bo done at procont 

prove that the probl®?{« ly not iwportxnt to t^h« 
non-rated mn 



If a nun-rated wan j,ooa to a petty ofiicer with e trivi<»l complaint, 
whidt of then© two t-rocodui'es i> ueuaily the hotter? 

. .'oil him frankly that hia ao; .plaint i© trivit.l 
2* '.Ilow him to feel tlmt the petty officer do s 

not oonaider hi*-. co.-»plalnt trivlnl 

If ft non-ratod "'an . oee to a petty officer with aCf.teUii i.. he U.in!*..© 
is i*-iport'int and the petty ol Ctcor do^ a wi t]i Jti-, should 

the petty ofilcer Invite the non-roted ran to take It up wltli hie 
<:i vision officer direct? 

1. Yes 

' 'o 

If, without cansultifi' tii© petty officer, one of Ms n,on-retod ion 
goes dxrectly to his division officer v ith n probie , w^'at action 
.should thr petty cfflcex* ta'.e? 

I, T«*k« it u,- fit oic© vfith tJxe non-j*o,tei ir.an 

2# fa.'© It up at once with 'he ofticer 

Mt Ufitli tbs Kjfttter I?- brou;-ht oflioielly” to hie 
attention either by th© non-roted mn or by th© officer 



■.Mch > ihe woret effect on moral© of a dlvioion? 

^ to place 0 mtin on rcj'^ort vhaai the other ..on in th© 
division thl.ns: thf'.t Lre o.ffender should bft placed 
cn report 

2* ^ to *«tT • tac« ft fton on rorort w''.u tb# othi r -toh In 

t!iO divi .ion thi ik th’t offender should bo pieced 
on ropor't 



If ft division officer directs a oetty of:d.ccr to h»vc on* of hi© 
.on-rated • er. report to hie, at » sfccifiod hour, ehould the potty 
officer t»‘ll bb" nc.n- rated mn the rea''o.i for Ui«* order? 



1. 

2. 

5* 

4, 



f'.lw’ayo 

U'Ur Ily 

/bout half th* tl*»© 
''srely 
■ over 



^5 



4s. ’.rnfit type of competition ie usually r;ore otlnulatirvs to a 

beet hlo Gvn prevtoua record 

beat the record of a fellow xorK^ar 

beet 0 qi«ota s^iendard eet by the patty officer 

46. •■>hm there ie a tou,;h job to bo done, chould the petty officer 
coneider hoh It aay af^'ct Uio iion-rated an before h'-'. telle him 
to do the job? 

I • Alv/ftys 

. Uomily 

5. About half tha time 

4. -srely 
^ 'Jevor 

47. t'.hon you £ive a nr;an a ncv. job, do you explain It to bia carefully 
bafora ho c ter to tho job? 

1. Always 

2. Usually 

5* About half th© time 

Raroly 

5. ‘lever 



45» Are you S^ntorest^d in Ui« welfare of Qvery one of your non? 

1. f<3C 

•■Jo 



n . • 



4^, Ac lori£; no your ^toop out of trouble when on lil'erty ntri 

bock on tltae and oober, la it worth your while to be intoreot-ad 
in whot they do wS'^n on liberty? 

1 . Always 

. Usually 

/.bout half t)io tlai© 

4* , Hfiroly 

J7ovor 



X 



50. K}>oa a mn hao done a piece of work and doaorvec preiae, do 

you think how ho would like to be told about hio j^ood worJc before 
tolling him about it? 

1. Vos 

2. , ilo 

5* “ome tinea 

51. '\i you think that ii you prales a i'^an for & iOo6 piece cf vork he 

will be more productive on jobs you aeol^rt hin in the future? 

1. Yea 

2. ' rio 

52 . <hen 8 mn has don© oc-sethiaf; wronG and nust be told about it, do 
you always defiriitoly tell him what ho did tlvat he in beinj^ b*wii»rd 
out lor? 

1. Yeo 

2, -’o 

5* 'on«tirw3s 
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Artor you havo bnv^led ti nmi )ut i'or doing oo>«thin£ wroii^;, do you 
show hla ho>f to avoid * error in tho futui'oi 
1 • i e s 

, '-oooti‘»'«a 

54, Vould you rather criUcine your ason tVimi to praieo th«« to t>iolr 
fncea? 

!♦ r^tl or criticize 

2# Rftt’iftr prcdco 



55* To what extent do you actually give re,>rlp)ands or critlcie^m l.o 
such a vey ac to ioavo the noR~ratoo » an «ore interested ai».! en- 
thualRsiic thers before# ratS’ior t mn reEcuitml ojid enta onlatlc'. 
Aiwayo 

2 m Uauaily 

3>. About half the ticso 

^ n«rsly 
Zm »:«v«r 



€■» To what extent »’o you conctructivo critici»*«3 to a non-rated • san 

in tiie proacn e of iii« cldpnate^, viheji euch criticia® oight possibly 
be more or leso etibarraatiing? 

I* Always 

2 e Ueunlly 

*'• h*"lf tlw tiia© 

4 . . srely 

D* Never 



f 7 . 



To wnat «xt«y;t do you greet in the *iorjiini; all o* your i>^n-ratad 
within norfi’icl dlotanc© or convenience? 

^ , Alwayo 

?• Uoually 



5 . 

lu 



Aijout J«lf tlio tiris 

■narcly 

^evo^ 



u 



if jrou aro C3Vlvt‘ 'Ll' chcctciny vip on a non-ratod /wi*o work, wl.at 
u urily do you anke your rea'cn to be? 

!• . . That you aro checKinv up to oo(} wnotrer the non-ruted 

rian hao tho proper ;m*ouIcd|;e and fiklll 
That you are chec ur to ao« whether the ix>n~rnted 
•ysin la worKin, consuis itioarly 



v' • in correctitig a non~rated man for a raietolco, do you emnifo, v’ho'i 
proof in lacking, thnt. the rion-rated Kunn r«eio the (•isto'** dsllb- 
f*r:.toly or becaut is judjr’iont was poor? 

!• Tnct it wsc doliberat© 

2. That the n«-n-rotod -Nsn uoed poor judgment 

60 m llhon laying dtr-'n juloc, how oiten do you five reaoons for thesv rulesi 

1» '.ucjh oftenoi* tha'* ic iTeceoeary 

2 * A little ofttoer th».n io !i><!08«nry 

?• sbc'ut ftf» oitsm as I should 

4* ' little loss tlAn I ehovjld 

•■i. ^uch Isso V\&n I should 



6l. if a non-ratcd mm wantR to try out a novr ir.othod which you feol pretty 
aura will not work out ao well, do you over let hira tiy it out 
^ 

2. I do not let hira try it* 

69* To what extent Du you invite your non- rated to expreee their 

opinions of the plans and rothoda of the diviaion? 

1* Muoh mor** than I should 

^ little ( 00 re than 1 should 
5* About as rauch a» I “bouid 

4, little loss than X should 

b. yuch lane than I should 



65» .‘OVf often do you dellberntely ollov n non-ratod tn»n to a:ike o '?i . t ke 
as a faeana c( training hira? 

^ • Froi^uontly 

2* Occasional ly 

5. naroly 

4. dever 

64. To what extent do you believe the patt}' officers are e part of the 
t3ana^-;;ement group of tdie ,'avy1 

They are all definitely a part of iaanay,es?ent. 

2* Only chief petty offlco»*o are a part of '^sanape'^ent* 

5* ''^ly o fm»’ or the petty officcro are a part of .ona^o.~-3rt, 

^ ’lojie of the petty officers nro a part of ent» 

65. To what extent do you think an effort la made by the officero to 
Kake the petty officers feel t!iey are a part of the laanjj, enent of 
the »avy? 

4n honest effort ie mdc? to make the<a fool tltey are o. 

part of raanage.^eat. 

2. There la r,cwne effort mde* 

Very little effort in .-^de* 

4. f(o effort la -ade. 



66* To what extent lo tho nocoooity for rulen and orders cxplai j«d to 
you at tho tirao they are Issued to you for trannaittal to your non- 
rated nm and for compliance? 

Thoir necoGoity io always ©Trplalnod. 

2 • '^osjotiracc 

5 » ^Idom 

4. .<‘over 



€?• To what extent are thr rulon end orders themes.?! vea extleined to you 
at the tirae they are inouo'^ to you for trnnsraittal to your non-rated 
Men and for compliance? 

1 . Ti^oy are alweyo oxf lainsd. 

^ '■’lOmotiracc 
"■eldora 









Jftvor 



it in racoi'^aLzed thnt KXich or tho eat€*rinl publinh«d by tJie 
\nvy dO'.fl not r«»ch «il perooa»i«l nor ii> oC i,.tereet to tho«j hor’evor, 
plcace liot bolov the !avl public' t tone, kooks, orders, lettero, ctc«, 
t’^nt you con »i dor contain the rule*!' and rog^ulatlonc thst govern you on 
year job. Alsu, nil in the fori* co^^plete• 



I : 

.*n:fleo oJ tfio p’ublicstlons, : About wb«ri did youi About when did you Ifiet 
booko, let tare, orders, etc»t last read or study* diecues appropriate pub- 

t itm I llcetlon® with those 

t wor'e fm* you end w '.ich 
t concern uh<3r^. 



t 

t 



'ouestlono to Ag’: Non~ Hated ^?en 



«lcafto chock what you ic tJie beet answer for each ai the 

follovdng quontlona* Anower each qu^'atioa an it applies to your present 
job. If It hoe no euch applicotion, thin}: of eot>ie otdier job you hove 
had In t}» '“’avy where it did opply or give your preaent opinion, 

rhero Ib no standard “correct" answer to the qucotlona. It Ic 
planned to comparo what difforont people in the .'Jevy think about the ea e 
queotions. 



jr'leocc 2k your msto to the paper. The folloifii^, infor- 

nation will be helpful you >.ich to give it: I have been i» Voo .nvy 

about nontho, >y ag© la « Hy rate in > i 

asci;^i0^' 'to t;epa3‘tu?.eat» 

Your tmnwere will be handled confidentinlly and not ehovn to 
anyone in th .avy other than tho peroon a&klni; thlB aurvey. Tficy will 
be burned ns coon as the anaworo have beaa coujited* 



1, On tho averaga, which one is laoro likely to develop eoif-confidonco 
in u poracn? 

rraiae ao it is ussuslly given 
2, tritieioKi as it in ucunlly given 

2, ihich of those two types of fiaistoJeoa are petty officers r»orc likely 
to caake in daalirs^; with non-ratod r.ent 

1, utvc too cjuoh critic! em 

2, ~~ Give too auch praie® 

dritioistz, in order tc bo as ooiiatructive as possible In its effects, 
ahould usually bo dirsetod tov/ard which of tho following*. 

1, . Til® poreonality of tho taan 

work or acta of tJio nmn 

h» iraise. In order to be as conatructivo as possible in its effect©, 
should ‘usually be directed toward wMch of the followiray, j 
I* The personality of the r«m 

. Th® work or acts of *Jie lian 

3, In order to have th© best offeet, ahould criticise usually ba 
epccific or general? 

specific 

2, General 

6, If non*»rated nan are given well-founded praise as freely as they aro 
given weli-foundod criticioca, to what extent, if arg^, in it likely 
to saake th«wi expect special consideration or advanc(s:3®nt befor*’ V^trj 
ore ontitlod to it? 

. It will very greatly increase ttcir expectation of sueclal 

consideration before they are entitled to It, 

, It will increaeo thoir expectation considerably. 

!?• .Moderately 

imZI ^lin^'tly 

S, It will not itiorennc their expectation of opecial consider- 

otion before they arc ontitlod to it. 
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6* 



ro extent in It poeeibXo for a petty officer to f^tve roprieiand 

or criticifjai in ouch n vtny ao to Icove the non- rutted rju\ core in- 
tercoied and enthuoiaetic than before, rather than reoenti'ul end 
antegoni sti c ? 

. it iff always jx)seibl©, 

Usually 

5* About half til# tiia© 

4, 



Rarely 












• hich tyre of man is more likely to be harmed by repriiaandt 
1» more ccneclontloua «san 

2* The less conscientioun cam 



*hen n, petty officer l« criticlalsig a rsan’r. work, to what extezit, 
if any, should h® try to Kiention aocisthing proioeworUiy at the 
same tlae? 

I nually 

Abovtt half the time 



1 . 

2. 

5* 

4. 

5* 



Pvurflly 

%’ever 



i0» V,hw> a r»»n h».o don© so nothing wrong, to what extent io it necessoi’y 
to Make him admit hd* fault in order to get hlra to iraprovol 
!• It ic alwoye nocossaiy* 

.. Usually 

About half the time 
Haroly 



o 

C 

5. 



yever 



11* To whet ©xtont eh.ould a petty officer ’*rcnke sn example" of cotto non- 
rated man by being oYei*-scvore for the sake of the moral oftcct upon 
the otiier non-ratod men? 

1 • . fr©r|Uontly 

?• Cccssionelly 

5* 

4* fever 



l*^. kt what tiw) of the day is it usually best to give a crlticim 

to a non-rated nMm? 

!• At the beginning of the day 

‘'.idday 

Oloro of the dny 



2. 



1,^* Ic it advioable for potty officers to teono and joke v.'lth non-rated 
wan working for them, durinr working houro? 

1. Alweyo 

2. usually 

?.ar«ly 

4, wover 






14. ?o eKtent would it bo eidtablt? for a potty ofiiccr to accept e 

loan fron one of his ncn-ratcd aon, to be repaid within a montJi or 
two? 

!♦ Fronaeitly 

?* . Cccanionally 

5* Harely 

h • /t'evor 



IS, bhen non-retod nion are bs'.n>^ instructed by their petty officers, 

which of the following tJdngs »ro the non-ratcd men jiiost likely to do'; 
1* Arik too laair^y oueetione 

2. Aok too few questions 

% 

16* ».'hich of the follo\fing is the dost frequent cauce of non-roted an 
askin;'- too taejiy questions when being instructed by tJielr petty 
of n core? 

^ Tney wont to show their interest* 

2* Tncy bovc not been paying close attention* 

5>* ■’h«y ere umlntolligent* 

4* The inetructlons have not been aade clear* 



17* «hic3'. ono of the following is the noot frequent cause of nen-roted 

non asking too few questions when being inetructed by yteir petty 
officers? 

1* They do not realise their need for s5ore co^aplete in- 

struction* 

2* Tlioy do not want to scam unintelligent* 

5* Th«y do not want \x> bother tficir petty officer* 

1?jey have not been peyij-sg nttcnticn. 



18* ^’hich of the following typos of errors by a non-rnted tian is more 
likely to cause e potty officer to feel irritated? 

1» . An error due to a rsictake in judgjient 

An error due to a wrong rrotlvo (intention) 



2 • 



19* How often is It advisable to ,,.ivo a non-ratod sien credit openly for 
his e^ggootions tKnt are adopted in hio dlvlcion? 

1 • Always 

2* Uoually 

5* About half the tin© 

4* ilarely 

5* Jiover 



20* Jhich ono of tho following io the best reacon for givlf^f a non-ratod 
nan credit openly for hln suggestions which are adopted? 

1. . To ehc»i that you are a falr-alnded petty officer 

reward the non- rated m.n 

5* ’J’o stimulate the initiative of the non-rated cwm 

( 

21. bhlch tjrpe of mn is likely to have better iRorale on the ^ob? 

feels that he io still improving 
2* Ono who fooln that h© has practically reached the 

lira! to of injproveaent on his precent job 
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*'2* v'hen a petty oi’ficer in diecuesing contemplated piano with Jde non- 
rated sjen, which type of non- re tod cvan is laoro likely to b« helpi*Ul'{ 

1* Tho type which points out the advsntagee of the plane 

^ ‘Hje which points out the dioad vantage a of the plan® 



2 . 



25* To wliat extent ia it a ^:oo<l tMnf for a potty officer to bo In doubt 
regardir^ the character, ocope and limits of hie rosponolbility and 
authority? 

. It ia nlwaye a good thing for him to be in doubt* 

Usually 

5* ^ About half the time 

4* Rarely 

5* Never 

24. Vhich non-rsted cion are more likoly to give good results? 

I. i<on-rated men v;ith average ability under the oupervision 

of a potty officer with better than average lofideroliip 
ability 

*“* — Non-r»ted nen with better than average ability ander 

the oupervicion of a petty officer with average leader- 
ship ability 



25. On tho whole, ere non-rated ».en more likely to develop too much or 
too little oelf-confid«rjco? 

KiUCh 

Too little 



2. 



26. ?ihich of thsee two qualities to more likely to bo hindered by a 
feeling of feer? 

1. "Jependability 

Initiative 



2* 



27* To v/hat extent le it « good thinj?, to deliberately allow a non-rat«d 
msji to sjakc a mistake ao e laconn of training the non-rated men? 

1* Frenuently 

Cccasionslly 
. Rarely 
4. Ksver 



2 * 

5* 



28* -'hich of these two combinatlona ia usually to b© preferred In a 
potty officer? 

1* ^ Unusual initiative and average cooperation 

Unusual cooporation and average lnitiaU.vo 



2. 



29 . 



Which of the three following types of petty offlcore ia aaoet likely 
to get the beat results? 

!• On.9 wlio l 0 uniformly exacting as to dicciplino and proper 

methods of work 
One who In uaifor-.ly lenient 

^ One who is lenient at some tlmeo ai'sd exacting at oth«rr 
tine 8 



C? * 

5 . 
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Aro p«ttjjr officers gejierally riore liksly to f,ive too ouch or too 
little credit to their non-rated a«n for th© buccoco of th«ir 
diviolon? 

1* “Poo much 

Too llttl© 



2. 



51# Are potty officore r,crierally sore likely to place too >uch or too 
little of tho blaxae on their non-ratod raon for unfevoreble reoults 
In their diviaionl 

1. Too mch 

2# too little 






35 - 



To what extent do you think tliat critlclo'i of exlntin^ methods end 
coailitiona by a non-rated oan is a reliable ovidence of (,enuin© dlr- 
catiof&ction and disloyalty to the potty officer 



1 . 

2 . 



i 



13 * 



Always 
Usually 

About half tho time 

Rarely 

Rover 



In the absence of bio irsscedlate superior, what should a j>©tty officer 
do about mal-dng decioione of the typo which hlo ouperior is accuo- 
toned to make? 



1 . 

2# 

3. 



Refer ouch aiattars to a still higher aatriority 
Make the dec i cion hiiaRolf 

Try to avoid a docloion usitil his iasjadiat© ouoerior 
returns, even though the work will probably cuffer 
e little 






55, 



56 . 



If there is friction between two non-rated men in the divislcn which 
Exight lower the morale or the ctandardo of work, should the petty 
officer try to Iron out their difficulties? 



1 . 

2* 

5. 

4* 

5. 



Always 



Uoitolly 

About half the tirac 
^ Rarely 
Kever 



If u petty officer helps non-rated non in their ¥/ork duriji£> rush 
periodo, which is more Xllcciy to bo the affect upon their respect 
and regard for his inportanco? 

1. ^ To lessen thoir rooptsot and rogerd 

To deepen their respect and regard 






if a potty officer dlsagreeo witli scrae definitely eettled policy of 
tho division, to what extent should he feel free to divulge his 
opinion to his non-rated non? 

1. . flot at all 

Only to non-rated man with good judg/aent 
5* wlchco, as long as he aiakes clear th?’t it ic HI'i 

personal opinion 
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57* 'I’o whet extent is it advioable for a potty officer to make DlRi^OT 
critic! sxn of his prodoceesor to hio non-rated men, asoimins that 
criticisns are justified? 

Always 
« Usually 

About half the time 

. rarely 
Mever 



5» 



p8. Should non-retod men be encouraged to discuss their poreonai probleuo 
v/ith soneon®? 

^ They should be encouraged* 

^®y should ffOT bo encouraged* 



59* If a non-ratod man has to put up with some irritation or handicap in 

hio working conditions, about wliich nothing can be done at the prosent, 
wliich Is ugually the better thing for the petty officer to do when the 
non-rated man brings up t’olo problesa for dincusoion with hits? 

_ Admit the importance of the probXoc and explain that 
nothing can be done at present 

prove that the problem is not important to tl'ie 
non-rated man 



40* If a non-ratod ican goes to a potty officer with a trivial complaint, 
which of those two proceduroo io usually the better? 

1. Toll him frankly that hie complaint ie trivial 
Allow him to foel that the potty officer does not 
consider hio complaint trivial 

41* If a non-ratod raan goes to s potty officer with something ho thinko 
ie important and t}i© petty officer does not agree with Ida, should 
the petty officer invito the non-ratod laon to take it up with his 
division officer direct? 

1 . 

2. Ho 

42* If, without consulting the petty officer, ono of hio non-rated men 
goes directly to fiio division officer with a problem, what action 
should the petty officer take? 

^ Take it up at once with the non-rated man 
2. Take it up at once with the officer 

5* Wait until the laatter is brought "official ly** to hio 

attention either by tho non-rated nan or by the officer 



which has the worst effect on morale of a division? 



1 * 



2 * 



To place n raan on report when the other mon in 
the division tiii'.d; that tiio offender should HwT 
be placed on report 

To liOT place a man on report when tho other rien 
in tViG division think that the offender should be 
slaccd on report 
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44. If a divinion officer directc a potty officer to have one of hie 
non-rated r.en report to him at « opecified hour, chould tlio petty 
officer tell the non-rated man tho reason for the order? 

1 • Alwoyo 

2. ____ Ueually 

5* About half tho time 

4. Karely 

5* Never 



45. thlch type of competition io unually more ctimulating; to a manY 

1. Try to bent hie own jjJ'oviouc record 

2. Try to beat tho record of a follow workor 

5* bo beat a quota standard cet by tlse petty officer 

46* When there is a toufh job to be done, should the petty officer 

consider how it jaiay affect tho non-rated mn before he» telle him 
to do tho job? 

Always 

2. Ueually 

A.bout half tho time 
Rarely 

5. Never 



?• 

4. 



A?. 
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U'hon your potty officer gives you a new job, do^s he explain it to 
you carefully before you start the job? 



1. 


Alv/ayo 


2. 


Ueually 




About half tho time 


4. 


Rarely 


^ • 


Never 



48* le your potty officer intereated in tho welfare of every one of 
his men? 

1. Yes 

Uo 



2 . 



49* Do you think your petty officer should be interested in what you 
do when you go on liberty if you keep out of trouble? 



1. 


Always 




Usually 


5. 


About half the time 


4. 


Rarely 


O a 


Never 



»nitn you have done a good piece of work and desorve praiov, do you 
tliink your petty officer conaidero Uis way you would like to be 
praioed or told about it before praising you? 

1. Yec 

2. rio 

5* _____ ''ometimea 






^1* Do you think thnt being praiaetl about a good job that you do v?ill 
laako you do a better job on work you do in the future? 

1 . ____ 

2. No 

52, '.hen youi* potty officer bawlo you out, dooo ho alvmyc definitely lot 
you knov what he is bawling you out for? 

1. Yen 

2. No 

5* _____ fjoaetiaes 

55 «> After your potty cf fleer hao bawled you out for something, dcco he 
ohow you how to avoid the error in the future? 

1 , ______ 

2, No 

5* Sonetimea 

54. Do you think your potty officer would rather criticize you than proice 
you? 

1, Rather criticize 

2. Rather praio® 



55. To what oxtont does your potty officer give reprirrando or criticiscie 
in ouch a way as to leave you ssore interested and enthusiastic than 
before, rather than resentful and antagonistic? 

- Usually 

5* _____ About half the time 

4 . Rarely 

5. Never 

5<S. To what extent do your potty officers give you constructive criticisra 
in the presence of your ohipnatea, when ouch criticisni might possibly 
be more or less enbarraesing? 

1. _______ Always 

2. ______ Usually 

About imlf the timo 

4 . Rarely 

5* Mover 



57* To what extent «do your potty officers greet you in tho cioDiing when 
you are within normal distance or convenience? 



1 . 

2 . 

5 . 

4 . 

5. 



Always 

Usually 

About half the time 

Rarely 

iover 



Vhen your petty officer ia 0rU'’I0U3LY checking up on the work you arc 
doiiig, wViat dooG bio reason UEEM to be? 

1. ______ Checking up to oee whether you have tho proper knowledge 

end skill 

Chocking up to boo whether you are working conacientiouoly 
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59* >."hen yoxxr potty officero correct you for a miotske, doca it usually 
ceerj that they aeauae you .nado the raistake deliberately or that it 
was poor Judgraont on your part? 

1. That it wae deliberate 

used poor judgraent 



60* 'when your potty officero lay down riilea, how often do they give 
reaBone for these rules? 

1. ?-5uch of tenor than is necessary 



5 . 

A. 

5. 



A little of toner than ic neceaeary 
Juat about ao often as they should 
A little loss than they ohould 
Kuch lees than they rhould 



61. If you suggsat trying out a new tcethod which your potty officer 
feels sure will not work, out co well, does he ever let you try it 
out anyway? 

lets you try It out 

2« He does not let you try it out 



62, To what extent do yovir potty officero invite you to oxprooo your 
opinions of the plans and .iisthodo of tho division? 



1. 


Huch aore than they ohould 


2, 


A little more than they ohould 


5* 


About ao much as they should 




A little lefts than they ohould 




Much less than they should 



65* How often do your petty offioore deliberately alloV'.' you to aasie a 
ffiistoke as a moano of training you? 

1 • PVequentXy 

— CcGoGionally 

Rarely 

A . Mover 
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01 iu-\Yac-^^\ 


AFr:o lY t:i 3 Exra 


■UMv^TAt STUDY 






Per Cent oX' 


Per Cent of 


...uootion 


Answer t^lo. 


Rated Total 


. 'on- Ratod Total 


1 


1 


9S 


88 




2 


5 


12 


2 


1 


615 


79 




2 


55 


21 


5 


1 


20 


12 




2 


50 


88 


4 


1 


10 


28 




2 


90 


72 


5 


1 


35 


6^5 




2 


17 


57 


6 


1 


20 


17 




2 


25 


29 






16 


17 




4 


10 


0 






29 


57 


7 


1 


57 


27 




2 


28 


4,6 




5 


21 






4 


14 


0 




5 


0 


0 


8 


1 


65 


8G 




2 


17 


20 


9 


1 


50 


45 




2 


24 


23 




5 


10 


4 




4 


10 


8 




5 


6 


20 


10 


1 


55 


42 




2 


29 


8 






10 


8 






19 


0 




■6 


7 


42 
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Anulyalo 


of Quofitlono 


AJiked in the ’.xperiaicntal Otudy - 2 






?or Gent of 


Per Cent of 


"<^uoetlon 


Answer Ho# 


foited Total 


i\’on- Hated Total 


11 


1 


5 


0 




2 


52 


29 




5 


28 


16 




4 


55 


35 


12 


1 


56 


29 




2 


22 


12 




5 


42 


S9 


15 


1 


5 


4 




2 


17 


59 




5 


25 


22 




4 


S7 


55 


14 


1 


0 


0 




2 


7 


58 




5 


22 


16 




4 


71 




15 


1 


8 


13 




2 


92 


m 


16 


1 


22 


33 




2 


27 


29 




5 


0 


0 




4 


01 


58 


17 


1 


58 


50 




2 


22 


21 




5 


10 


4 




4 


10 


25 


18 


1 


33 


4 




2 


67 


96 


19 


1 


76 


4o 




2 


17 


27 




3 


0 


15 




4 


5 


20 




3 


2 ' 


0 
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Analyoia of .'uontionr) Aokod l.i Uio Ilxporiincntal Study - 5 



‘ .ticRtion 


Answer Narber 


F-’er Cent of 
Rated Total 


Per Cent of 
Non- Rated Total 


20 


1 


15 


25 




2 


9 


0 




5 


70 


75 


21 


1 


95 


100 




2 


7 


0 


22 


1 


4l 


50 




2 


59 


50 


25 


1 


?4 


12 




2 


10 


0 




5 


5 


0 




4 


20 


16 






45 


72 


24 


1 


75 


66 




2 


27 


54 


25 


1 


48 






2 


52 


67 


26 


1 


46 


53 




2 


jyv 


42 


27 


1 


2 


12 




2 


55 


42 




5 


17 


12 




4 


28 


54 


28 


1 


42 


55 




2 


53 


67 


29 


1 


63 


42 




2 


7 


12 




5 


28 


46 


50 


1 


7 


12 




2 


95 


8<3 


51 


1 


80 


95 




2 


20 


7 
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Analyoia of s.uo8tion8 Aokod in tho 'experimental Study - 4 



Qua a ti on 


Anower tluabor 


Per Cent o.f 
Hated Total 


Petr Cent of 
Kon-:lat©d Tota 


52 


1 


12 


12 




2 


2P 


29 




5 


34 


12 




4 


14 


17 




5 


11 


50 


55 


1 


54 


48 




2 


50 


4? 




5 


16 


5 




1 


51 


60 




2 


15 


20 




5 


2 


6 




4 


4 


14 




5 


0 


0 


55 


1 


7 


0 




2 


93 


100 


yS 


1 


4o 


12 




2 


5 


4 




5 


5S 




57 


1 


10 


16 




2 


10 


a 




5 


4 


12 




4 


52 


26 




5 


44 


56 


53 


1 


83 


75 




<1^ 


12 


25 


5; 


1 


31 


64 




2 


19 


>6 


4o 


1 


60 


52 




2 


40 


48 


41 


1 


64 


35 




2 


5^ 


17 


42 


1 


48 


59 




2 


12 


8 




5 


4o 


55 
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Analyalc of ',-.u©stlono Asked in. the i^xpericental Study - S 



question. 


Answer Muraber 


Per Cent of 
Hated Total 


Per Cent of 
/Ion- Rated Total 


45 


1 


65 


56 




2 


57 


44 


44 


1 


25 


26 




2 


12 


21 




5 


2 


4 




4 


12 


4 




5 


49 


45 


45 


1 


54 


59 




2 


24 


22 




5 


4a 


59 


46 


1 


72 


50 




2 


24 


PS 




5 


0 


0 




4 


0 


I4 




- — § 




7 


47 


1 


90 


27 




2 


5 


50 




5 


S 

w' 


8 




4 


0 


8 




5 


0 


27 


48 


1 


95 


57 




2 




45 


4.9 


1 


24 






2 


17 






5 


10 


0 




4 


6 


4 




5 


45 


70 


50 


1 


67 


22 




a 


0 

✓ 


0 




5 


24 


78 


51 


1 


98 


96 




2 


2 


4 


52 


1 


96 


61 




2 


0 


55 




5 


4 


4 



Analysio of Queotions Ackod in the ' xperinientol Study - 6 







for Cent of 


For Gent of 


,u3otion 


Ancv.'er ''iuTbcr 


r^=itod Total 


GV;A-.-latod Total 



1 96 





<C 


0 


26 




5 


4 


22 


!>4 


1 


IQ 


61 




2 


82 


59 


05 


1 


p9 


26 




2 


46 


^5 




5 


10 


17 




4 


5 


17 




5 


0 


27 


56 


1 


15 


0 




2 


A 

« 


14 




✓ 


2 


14 




4 


42 


72 




5 


59 


0 


57 


1 


0 


14 




2 


55 


72 




5 


2 


7 




4 


0 


7 




5 


0 


0 


33 


1 


67 


64 




2 


55 


56 


59 


1 


6 


14 




2 


94 


86 


60 


1 


5 


6 




2 


17 


20 




P 


67 


55 




4 


9 


21 




5 


2 


0 


61 


1 


72 


55 




2 


28 


47 


62 


1 


5 


0 




2 

5 


17 

62 


0 

45 




4 


5 


50 




5 


U 


7 
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Ana ly sin of iuooticjno in tho ’xpori ;icnial r-tu<Jy - 7 



Cuss ti on 


/in ewer Number 


Per Cent of 
Rated Total 


For Cent of 
i\'on-Re\tod Total 


0 


1 


7 


7 




2 


41 


29 




5 


55 


55 






19 


29 


CA 


1 


85 






2 


5 


*;ot 




5 


5 






4 


7 


Aeked 


65 


1 


51 






2 


22 


-.iU O 




? 


57 






4 


10 


Asked 


66 


1 


45 






2 


56 


\ot 




5 


12 






4 


7 


Asked 


67 


1 


56 






2 


4o 


liot 




5 


19 






4 


5 


Aoked 



publications Listed by Petty ufficerc 
an Containing Basic Buies of the .>avy, 
Grouped by Bate of the Potty Officero. 
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Taao 

HQQpitalj’.gn 

All Hand 6 Magazine 
Our ^iavy 

Circular Lottero of BuMed 
Goureo Books 
Plan of the Day 
f'cdiccl Manuals and books 
Blue Jacket’s Manual 
Bulletin Board Koticos 
''^avy Hegulationa 
BuPero Manuals 
Correspondonco Manuals 
Uniform Hogulatione 

rtorekeepero 

Hu f’anuel 
Alnsvo 

All Hondo Magazine 

nidi tors t^^anual 
Navy Regulations 
Pub 0 Informer 
pth J.r«» Newelotter 
DiiPero Manual 
Travel Instructions 
Monthly Bulletins 
Circular bettors 
Standard Stock Catalogue 

Shi p ’ 0 Servi oenen 

All H«i;ids 
Daily Work Sheet 

OsTxxge Controlmen 

Articles for Goverment of Navy 
Station Plan of tho Day 

Peroonnelnjcn 



Number 

Mentioned 

5 llFjted publications. 

2 

1 

2 

1 

1 

2 

1 

1 

1 

1 

1 

1 

5 listed publicationa. 

5 

2 

1 

1 

2 

1 

1 

4T. 

1 

1 

1 

1 

1 lietfi'd publication. 

X 

I 

1 listed publication. 

I 

1 (v^eek ago ) 
1 listed publication. 



Blue Jackets Manual 

'Pimea 

Our Mavy 



1 

1 

1 



'eno 



.’u'ubQr 

Mentioned 



Tolocon 



1 listed publication 



tiavy Regulationo 1 

Uniform Regulations 1 

Coasrauni cation Inotructiono 1 

Various JA .A? 1 



DT 



2 listed publications 



All ilandc 1 

Training Bulletin I^'anual 2 



Boatowaln • s Mates 



5 lioted publications 



Apprentice Boanian'o Manual 
Blue Jacket's Manual 
Course Books 
Manual s 
A to M 

Articles for Oovornjient of 
All Hands 
Circular Letters 
stevedoring ^ Riggor 
Knight ' D Seamanship 

Quarteraiftsterp 

Blue Jacket's Manual 
All iicnds HR^nzino 

Training Bulletin 
Our Mavy Magazine 

OoiTgui ssarymen 

All Hands .'tagnzine 
Our Vavy Ljogazi na 
AlllavtJ 
NavACto 

Circular Letters 

Keison of Superior Cfficorc 

Comiocary Bulletins 

Metal smiths 



1 

1 

2 

1 

I 

tile %'avy 1 

1 
1 
1 
1 

1 listed publication. 

1 

1 

1 

1 

7 Hated publicationo 

A 



1 

2 

1 

1 

1 liotcd publication. 



Artificorn Book 1 

Book 1 

Require :onto for Potty Officers 1 



%Ugit!e»iQU 



1 liatod publication. 



-annual ••ullctino 



1 



11b 



':ano 

Yoemen 5 listed publications. 



Buiero -tanual 

Navy Department Bulletins 

BuForo Circular Letter o 

Uniform Hegulo.tions 

General Orders 

AlMavn 

:’avy Travel inctructiens 
Gor re eporidenc e Manml 
All Hands f'iagazine 
Mavy Begulations 

'Manual of 'Qualifications for Advaacenent 
In Rating 
Courts & Broad 0 
Filing '!anual 

Instructions for Rocruiting Service 

Training Gcuraes 

’’avy Digest 

Court Martial Orders 



1 

2 

2 

2 

2 

1 

1 

1 

2 

1 

1 

1 

1 

1 

1 

I 



\ 
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The Conference and Conforence Loader 



A fevx' nuggeotions for the conduct of the conference and for the 
aseietance of the conferonco leader may prove helpful. 

The =:ont ol’fectivo training for pronont nuporvisoro io that 
in which the judgment of men who are experiencing problem© on the 
job la pooled and dovolopod. For thio purpose, actual case ma- 
terial ic nooded. After a clasc io well launched, it in usually 
not difficult to get the men to brin^^ up actual caaoa for diocua- 
sion. But, at the outset of a course, a preliminary stop io to 
find come other method of contering attention on relevant fee to 



t»':£iny diocuoaiona of how to conduct a group conference have been 



written. Tiio fyilowing outline waa published in 'Trincipleo of Personnel 



Adminintrotion,'’ a text prepared by the U.G. ?avy 3upply Corps School, 
Jayonne, Uow Jersey, end is ae convenient a lioting as has been eeen. 



OR.,ur GOiip'id. .lonc /u^’d ho.v to c 



1. First otep in planning a conference is to be certain you 
have a justified purpose in arranging it. 

A. Dofinit© problem to be diecur.«od» 

B. ii.nowing that conferees cen contribute to its ooiution* 

C. Knov/ing that the oolut.lon of nrohlom io worth the time 
of those who attend* 

II. Have a conference plan which has boen reduced to writing. 

A. Outline form moat desirable. 

3. Should include thoughts for introducing the problem. 

G. List points to bo discuesed, ponoiblo queotiono bo be 
aoked, and anticipated conclusiono to b© reached. 

III. Colect the people to attend the conference who can contribute 
to ito golution. 

A» Do not keep oppooing factions from the raeoting. 

B. !.'o conference con be successful unleoo individuals 

who roprocent every different viewpoint are in attendance. 

li 

IV. rnyoical arrangexonts important. 

A. hake arrangements for adequate opac© v^ell ahead of time. 

B. frovld© sufficient chairc. 

G. Utilise blackboard fee ill tie a if available. 

D. i.'otify conferees in advance in v:riting. 

S. Start the conference on time. 

F. Provide for otonographlc services. 

^ Personn e l Ad-nlniotration, Paul Pigore and Gharlee A. .•yors, p. IDl. 
^ !^xnci|>le s of i ernon no l Admlnistraiion , d. '. 3o.vy Supply Gorpa 
rchool, pp, vi~I' 'and 
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V. TIio leader of coufercmce muow conduct acctin^ in fair, 
impartial, opomiiiidod manner* 

A* Avoid attitude that you won’t learn anyth! from others* 

3* Diopel the attitude that you are right and no one can 
change your opinion* 

G* Don’t aeauTiO that you nro going to be done an injustice 
by others at the conference. 

D* -'aks certain that the blaae for any action is not focu«ed 
on any individual* 

V“I* Koop the principal subject of the conforenco on a steady course* 

A* Avoid lotting the discussion get out of hand with non- 
related topics* 

B. von’t lot a na3e of details haze the iraportant problome. 

0, Take certain that all hands contribute and not just one 
or two v.'ho like talk* 

D. Leader should ony very little, lot the others do the 
talking* 

Listen very closely to differences of opinion* 
i. Gometimea differences can be traced to the uoe 
of BO.-ne words vfith varying meanings* 

2* ijouiotiaoo differences arc booed on porconel 
suspicions and rosentnente ♦ 

5* T}ie difforcnceo may be only on minor rather than 
mjor itecis* 

VII* Do not bury coritrovor.ciol Iscucs by getting apparent agreement 
on nicely phrased gonerali ties* 

Viil* Leader oiiould use vrell-tinod quentiono in directing conference 
ty stlnuiating thoUj:ht and encouraging conservative individuals 
to partlcipoto* 

IX. Avoid enbarrasoi.ag individual r by putting direct questloria to 
them unlecc you do nsot understand something which they said* 

X. A.t intervals Jinko a siamary of the discusoion ao far as It 
has progroosed. 

A* riiio eliminates matters already diecusnod from being 
repeated . 

KI* Arrlvo at concluGions and «r*ake certain each one in attendance 
knows exactly wlmt has been accotapliehed and what each one must 
try to accomplish in carrying out the ooiution of the problem* 

A writ ton eaTjmarization of the conference should be distributed 
to all who attended tho coaforence for future reference* 

ReX’eronce I ~ ’'fracticai Cupervision, ” ralmer J. Aalsour 
Til© following notes have boon token from ’’ Human ilatui'o and 
KiOnagenont , " by Crdwa^' Toad, and seem dosirabio for consideration by cue 
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who hae the tack of leading a conferencoj 

• « • rtc find availclle a large body of ezporiaont and experience 
with cffaotiv® method® of which use can be made to bring group 
thinking to r.uch greater uaefulneoo than ie ueual todesy. 

Thooa requieito conditions raay be iiatod as foliowot 

1* Have the group the right sizo— and conpact. 

?• fJclect ita sjembers to assure the voicing of every 
important divergent point of view on the question 
under diocuosion. 

surround tha group with the right physical conditions. 

4« Protect it from interruption. 

5. Li.uit vhe length of its seeaii--nc to a fairly, short 

period— usually an hoxur and a half is loi^, enough unless 
the members ere well disciplined in ccncocutive thinking. 

6 * Assure the ri^iht preparation for the meeting by using 
cn advance agenda and menjorandum of factual data. 

7 . Select the right chairman. 

8. Have him underotand the oucceeslvo steps nocescary in 
facilitating the process of bringing divergent views 
into harmony. 

9 . Have liici recognise the typoo of intelloctual and emotional 
complexes which ho may confront among the individuals in 
conference. 

10. Use the best pooslblo method for registering dooieions. 

11* Adopt eoiae oyeteia for recording decisions and transmitting 
them to other effected groups and persona. 

12. Recognize the limits upon the nature of the work which a 
group no such can do. 

Up to a point, the group’s size may be dictated by the neces- 
sity of reprocenting important differences of opinion— either poi*- 
ccnel or functional in character. Sut this v^ould net normally require 
a groun of ncro then 15 persono, which is ao large as is usually 
deelrablo unlosf; there to a rej*.iarimbly okiliiil chairnan who can keep 
as many as twenty people really involved in tVio discussion. A dosen 
people or lose ie ordinarily the most effective number. . . >^ir.c® 

the v/holo idea of group activity is to bring harmony and unity out 
of divergence and oonfiict, tho recognition of conflict should not 
bo looked at ackanco. One unique eloncnt in tho use of groups for 
dellbei’ation is this enplmoio upon tho value of different points 
of vie;.' and evon of different purposoe.^ 

'Ih .0 Agenda. Preparations for tliO meeting u})iould include ad- 
vance notice to all as to what is tc be diccusood. Gn some matters, 
an advance memorandum of all the relevant facte should bo distrib- 
uted as well* Oomplote accooo to the facto, preliminary knowledge 



^ Human Hatui^e and Management , Ordway Toad, p. 190* 
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of* the iesuea— theso are vital pointo if ti’so in confcrencoe is 
to be economised cuad coundnoco of ccncluaioini ic to bo aaourod.^ 

LtJiitG to Group Action. It ic probably true that the uoe of 
i^roupE! for creative doliberotion hac beon retai’dod by the temp- 
tation to expect too much of them and to overextend tVieir field 
of activity. If j^roup action le conoidered by executives firct 
and foremost an an educational modiuTi and sscondarily ae a policy— 
or nethcd-crcatln& agency, the best rcculto cn both counts v?ill 
be secured.^ 

Tlior© aro many texts available which discuss tlio group confer- 
ence. Pollov’ing is a list of a few tliat will bo worth while for the 
cotiforeuce leader to peruses 



'ibx.Qaii b'ature and Managesient, ” by Ordwai'’ lead 
“rroduction Oouferonce, ” by J&ck V/olff 

"Flow to F.upervieo People in Induntry," by Oliap le and Wright 

"Hov to Train Gupervioors, ” by d. v.-. BeOi;r,sc.n 

’’Conference Leadership in Susiness and industry,” by 1C* 13. 



’'IJendboolc for Discueaion Leadere, h’nvPerr. 



Hennaford 
IvS'^h^SA, 0* S* j^avy 



Several principieo for getting along with people h&ve been 



enimeratcd by Dr. 3, A. iiararin, which ohculd assist the conference leader 

in keeping in mind tho purpose of the conference and what it ic desired 

to import to the petty officers. Those principles are* 

1. A wise supervisor is friendly ratbor than aloof, 

Tliis quolity cofceo IVon knowing and under standing 
other people. 

2* A wise supervisor is helpful rather than critical. 

Avoid tho feeling of nuporiority and inferiority. 

Approve ten times to ©very single disapproval. 

5» I’ll© wico supervicor excrcleos loaderahip rat'ior than force. 

4 . The \/ise oupervinor io a colleague ratlicr than a boss. 

}>velop the sons© of belonging. 

5. Tho wise supervisor promotes cooperation rather Uian conflict. 

6. The wica supervicor upgrades rather than importc. 



^ Hu..-.gn "atur© end . anagement , Qrdway Tead, p. ipi* 
^Ibid., pp. 195-196. 
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7» The wise) supervisor promoted ujidorstnudlng rather than issuing 
dirootivoa. 

Let others urrferstand why we have rules* 

8* The wise super vioor indunes confidence rather then fear. 

9* The wieo aupervioor rewards on Merit rather then favorltierj* 

10* The wloo Bupor visor is r»ore concerned with porcona than with 
things* 

h good teat of tho leaderohip used ie whether the pride 
end satisfaction of a group is in the equipraont, or In 
the people who use the oquipssent*^ 

It will prove helpful to the participants ea well ea to the 

conference leader if, during a conferenoo, a blackboard is unod with the 

following headings written oniit 

Objective Obstacle a S olutions 



Then, an the points are wsde or so-utiono reached, they csji be listed in 
tho proper colican* This provides a otmary of wj-jat hoo been done and 
shows whrit is unfinished ns far as tho conference is concerned.^ 



I 



iLecture to cist's In '^^ducatlon 0-156 by Dr* A. I'anrln, 'Northwestern 
Univornity, May 19, 19^^8* 

^Production Conference , Jack ^olSf, p* ^>4* 
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Preprj ration 

1, ero neabora notified about meeting; tiiso, place, a'reJ toplo? 

2, Voro the physical arrangowentc richt .Cor godi dicour.slon? 

5* I prepare an outline for the dlocuoslon? 

4. !Hd I provide ouffloicnt backgrojjnd end factual HStcrlnl? »•.•••••• 

5* H^ere the visual or other aide In plane and ready for U;ie? «•«•••••• 

6m b'oa a friendly, per‘?onal atrnoophere developed before tbo 
diacusslon started? 

li«cdin§ the DS^nousclon 

7* 3id ny introduction otsto the tonic? Jeflne the 

aretiR for di'^cuanlon? •••• elate them to the intercsta 

of the group? 

8» ‘‘ac It tj»o long? 

9* ^id It inmsre that the group had enough Jnfornntion on 

which to base the discussion? 

lOo Did the group cone right into the diacuseion after the 

Intr od action? 

11* Ko'J did I ''toss the bell’’ to tho grouo? 

12, Did I keep the discussion rjoving by 

Prequont tr^'nnitional numarlec? •••• Dhoch.ing rspetitione? «,**® 

Calling attention to dlgresslcna and Ir relevancies? 

Pointing up differ^^ncea of opinion? Clsrifyi.ng the 

dlacuoaion? 

15* -or© the ouestions m“s3 other aothodo I used to guide the 
dlscuesion 

Al^ed at bringing out resnorm, opinions, cau«}©“(? 

Icslgnod to bring out nil s> adoa of opinion? 

Proeented objectively (not nlor.tod or orgimcntatlve)? 

^ ord cd briefly a.ysi3 clearly? 

Thought-nrovoklng (not rhetorical or ”yec~no'’ in fom)? 

fairly and tactfully dlotrib uted fmong p 11 nontbero? 

l4. Did I encourage participation by 

Peeping any one aenber fron '’hcgglng the ohow^? 

Drawing out tho reticent menbora? 

hxpreanlng «nnrcciation of individual contributions? 

Re-directing oueotionc to other newbero? 

Keintnlning good hunor end fa5.r play? 

15 * ’^1'’ I bring tho discuoolon to a clear ani definite conclusion? •••• 
Did ay finnl cirmary feirly rovi'^w all points of vi©^.^ expi’osaod? •• 
'tato tho agree-^ents reached? And the i^ointo of dio- 

agreensnt'’ CpH attention to oourcoa of infonsstion? •••••a* 

Announce the next neotlrjg? 



lit Pays to Talk It Over, h'atiorjil Institute of oclal Relation®, Inc,, 
p . >JSm 



Resulto 






17* '^’ore there mny irvileationa of oati-^faction froo 'iscrabers of 

the group? 

Any indientiona of diosRticfbctlon from asaborn of the group? 

18» Were there any tmuaual nroblctisT ‘Hi I lasinilo them 

properly? 

19* How mny nenbera did not pprt* at all' 

SO* the topic auiteblc for discuasion? •«*••*••••••*«•••••••*••.*•• 

21* .Vero any iwportant aspccta of the quoation onitted? «•••*•••••••••• 

22* War. there a clearer under’^tar.diryi of tVse aubjoct after the 

dlecuealon? ***«««••**«••«**•••*•*. 9«*****«*«**********««*******«*« 
2^« 'if'het coneluolons dii the group roach? ••**•*«*.•»«•••«••.••••***••• 

24* ''hnt could 1 have done bettor' •««<••***••*••*•••••»••••••«••*•*.•*» 



124 



BU3LTrv?ruPinr 



Booicnanj K, O 0 to ‘I'rcin '>itt>orvlnora « ITc\.' Toi’ks lUii'Tsei* aiid Brothora. 

194d. ' ’ 



Cn!* 7 orj. Arthur fU jPor lormel a nd Labor Prabloas in the I’arldn^ Induotry. 
CJiicGi'ot Univer'dty of Ohiesgo PrenRj 1928, 

OhanplCj *'liot 0,, nn<i ^’rirht, >d»ond f. How to BuK;ervioe Pooolo in In~ 
4u^try , ahlcagos Hntioml fovfsumn^a Institute, T^}^, " 

Oonpl flinto and Grletyanoea , Now Yorks V^patorn ^'lectrlc Go,, Itnwthome 

'jorks, 1945, 

Oootsor, Mfrod H, How to liupcrvioo Peonlo , How Yorks HoGraw-Hlll Boo 
Uo., 1941, 




Orcigj .^Bvid n,j end Chart or a, W, V,*« Poroon^l Leodorahip in Induatry; 

Hew Vorkj McOraw-Hlil Book Co,, 1941, 

, Cuehi'san, Prank. Poremnahio and .luoorvloion , Haw Yorks John Jil# & 

I Xfic* p X5S7<* 

Dana, Hi chord T, The Hirmn Kachlno In Industry , Nev< York? Oodox Book 
Co, , 1587* * 

iioner, Hugo. Formanahlo lVa5.nlnf c, How Yorks HaC3rnu-Uill Book Go.. 

Dninloyo Trainlsf^ , Ohioagos The Conntttco on Kducntlon, Ohlccgo AcgocIr- 
tion of OoT^jorc©, 1940, 

vans, J, J,, Jr, A Prog ram foiF Perconn*! Acl'ilniotratlon, llevi Yorks 
HcGrew-Hill Book Co,, l645T - 

Kandb(^k for Pi*?ouoolon ?.»oad»rg NAVPBRn 1/$97^A , Washington, D.O.i U, Si 
Navy, Bureau of Hovel P er eonne 1,1 , 

H anna ford , E, B, Conforenoe I»f>^dorahin In BuninoHO and Induatry , Kew 
Yorks KcsCiravMtiil Book Co.,~~l^l. 

Hoalott, 'ohuyler Doan, Hiraan Pantora in ?tar>a ~:e" 3 ent ♦ Pfii'kvillo, Ho*: 
Park Collage Preco, 

lA to Talk It Over , Waohin'^ten, ',CeS Ki-tioml Inatituto of 3oclal 
Kelationn, Inn*, 19^37» 

Lilley, Tow, *’Honry Pord II Jpoako Out,** The Atlnntin Monthly, Doceubcr, 
1947 , ' -- 



’Igors, Paul, and Pyero, f'harlcs A, Peraemol Adialnlstratlon , Now Yorks 
HcOrnw-Hlll Book Co., 19^?7, 




Training the petty 
officers of the United 
States Navy in human 
relations. 




